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, INiTiAt TRAiNiNiS AND SKILL REMEDlAT 

MATERIALS FOR PERFGRMANGE-BASED ASSES'SMENT TECHNOLOGY 
AT THE Pl^eefetigSiONiNG LEVEL 

r ^ :\ • ■. ■■ ■ 



This Research product is the' result of a requirement to develop 

audiovisual trainimg tnodules to help remediate deficie^ncies oti leadership 
dimensions identified , in cadets through the precommissioning Leadership 
Assessmerit^Prdgram. The modules were designed around reaiistip^cenarios 
of cbnnhdh leadership si^^uatioris in the Army. Each scenario presents *pbsi- 
tive arid riegative ^npdels of behavior from the subject leadership dimension^ 
After a preseritatidri of desirable and undesirable behavior on the dimension, 
each module is structured . td require an interaction between the student ^nd 
a scenario urifdldirig in the narrative, which teaphes a lesson about accept- 
able perfbrmarice dri the dimension. Workbooks to* guide the student tljroagfi 
thbse interactive lesidris were also developed for each module. • 
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FOCUS 



MUSIC 



Dimension Improvement Module 

Jhis module was developed for the U.S. 
Army as part of ■ the Leadership Assess- 
ment Program (LAP), It is desighed 
to help cadets/Qff iter candidates deve- 
lop skills in dimerisibris that were^_ 
assessed as heeding improvement. If 
i^du have not been assessed, through the 
LAPi it jis recbmmerided that be 
assessed before prbceedi rig with this 
1e. V ' ■- 



MUSIC 



V V 



N arrator 
holding 
workbook . 

(eaptain) 



This module covers the ~- 
1 eadership dimensi bri ,~rens i- 
tivity. *: ; 



2a' 



Close-up of workbook. 



Now read _ 
Page 1^2 
of -the , 
workbook . 







— '. — 






/ v'Narratbr- 


—J— — < ■ 






holdirig 




N 




wbrkbbbk. 













this module will^ he^R you to 
acquire the" interpersonal 

skills that will show 

\others ^hat you are sens] ti ve- 
to their^n^eds, values J feel* : 
ingSi and abiTities. --^ ' 

tef ore* proceeding with this , * 
tape* read Pages 1 and "2 of 
the wbrkbook that is providesl 
with this module. >rWhen ybU / ' 
have firiishedj push the "pro - 
""ceed" buttbri arid th^ tape will 
cbritiriiie. 

■ -■' r . ■ (■ 
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definition of Sensitivity 



Now that ybU understaniJ what 
,W£ inean by the word V sen si;- 
tivity," let's s,ee how ah 
officer handles a situatibh 
that reqpires sensi^t ivity. in 
two different Ways. 



6 


•.Now' the f irst exam 


pie . f •. . • 

' 4,' 


• Now the first example . . - . ' 




1 . r ' — ^ \ ' ' 





A. male sol ideri_mid-twentieSi sitting 
^at desk in the back* of the room on 
the telephone . . . sees J ieuteaarit 
apprciaijhing.. y . » : ^ ' • 



Over the 'Shoulder shot of 1 ieutenant 
heading, toward vSoldiei* . . . soldier 
rushes to complete call. 



Yes* dear, I knfow. I 'm wor- 
r^iedi 'teui* Look . .. . (sees 
jheutenant approaching) uh, 
bhl I gotta run, hDoey. 



ler : 



ril call, you back at 
Let me know' if she gets wors*^: 
Bye. : , ' 




Soldier -i- oven the shoulder. 



, Lieutenant 

You've been on that ' phorie ^ 
quite a whi*Te. You know the 
orderly room phones are to be 
^sed only for official busv,, 

Soldierv : _ 

Well uh; yes," sir. 1 know I . 
shouldn^t Be using tjhis _ 
phone, but that was my wife 
telling me about our diugh- 
■tefc She's sick, sir; and 
I'm worried about , her. . . 
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"■' ' L ieutenant <. 

. I Vm/sorryi but -that's riot the 
]; prbpSr pHbrie. • YbU: should ,Use 
the pHbrie in the day rbdm. 
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Now the second example. • . > . 



Wdwi- the s^ond' ex ample 
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Same sitaat i.onT^s^me 1 ieutenant. the 
lieutenant standing at ^soldier's desk. 



Woulrf^otj^ step into my off ice 
■f br^ a minute? - 



Ma 
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Private- & It. entering Lt.'s office. 



Lieutenant's office^ both seated in 
Visitbr chairs. 



12a I Qver the shoulder on soldier. 



61ose-up of lieutenant. 



Close-up of soldier. 



Background sounds, 



Lieutenarit : 

I've riOticed you on ttie , 
'Orderly rbbm phone a good bit 
thi^.mOi^riirig. Pfbblem at 
home? \ / . V 

Sbldier ; . ' ; 

:Yes, sir, I kribw I shouTdri^t 
be using that phone, but my \ 
daughter's been sick, sir and 
I'm worried about her. ^ . .. 

bieuteharit : . : 
. ■ ■ » 

I '^m sorry to h^ar that. ■ I t 
can be pretty scary when ■a__ 
Baby gets sick/^ What's wrong 
with her?; . >^ ■ * 

SoXdier : 

We^rejiot • iure,^ but .sh.e' s . 
running a fever i .She' s our 
first, . sir, agj l^I guess- ' ^ ^ 
that 's^ why ^w|^e so worrjed. . 
We might .be Overreact ing 
little.- . r : 
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Close- up of 1 leutehaht; 



12e 



Two shot -r over the shoulder of 
iieutehaht. 
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Key Points for Sensitivity. 



bifidteriarit : 

Look, I*ve been there^ tod. 
I thifTlr-you shogld "^keep in 
touch witfi your wife bat yoa. 
know it'-s important that the 
orderly room phones be dear 
•for official use. „ 

Soldier : 

l know, sir, and TTl use the 
day rbbm phone from now op ^ 



The officer handled that situ- 
ation wjth sensitivity the 
second time. He explained 
that the phone had to be rer 
s trie ted tb business use, but 
fi^t tbbk the time to listen 

Sto the soldier's problem. By 
; doing so, he shbwed that he 

- understood the sbldier's 
toncflrn for his daughter. 

Let's take a moment to review 
some key points. about ^ 
sensitivity and see how they 
were i llustrated in the two^ 
examples you just heard. 
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• Action Skill _ 

• know the People Around You 

• Open eommunicat ion : _ 

• Sensiti;^/1.ty Is Not Sympathy: 



'VAGTION SKILL 



L feutenant "in "bad/example standing 
at soldier's desk'i * ' - 



The key points for Sensitivity 
are: 

Action Skill _ '_ 

V \ Know the People Around 



Open Communication and. ^ 
Sensitivity Is Not 
Sympathy ' 

Tb be seen' by others as sensi- 
t i V G , y e U rriu s' t t a k e actions 
that shbw that you understand 
or ear e abbut how they are. 
: thinking br feel irig. 3 



Iri the first example* the 
lieutenant 's .act ibh showed he 
was' insensitive; tb the ^ 
soldi er^s feelings. He cot--.': 
rected the soldier iri fttbht 
of others. ' 
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Both men entering office. 



bieuteharit : 



You've been on that phone 
quite awhile. You know the 
orderly room phones are to be 
used only for official 
business. 



Good example: Lieutenant and soldier 
sitting in 1 ieutenant • s office in- .-j 
18a visitor chairs, v ! 

' (Narrator speaking) ; 



In the second example, the 
officer took care not to pub- 
lically embarrassvthe soldier^ 
by holding the discussion in* 
the operr office. He also y 
displayed sensitivity by . / 
sittii|g next to the soldier, 
aod hiDt behind the desk, — = — 
This made the cdnversatidn , 
less formal and less 
threatening. / . 
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"Action Skill" on it, 



First example. 

^ ... 



(Repeat. ) 



• Action Skill 
*"If I do thiSji how will it make that 
person feel?" 



You display sensitivity when- 
ever you show others you 
understand or care about their 
viewpoints, - f eel ings, or 
. problems; People judge .our 
sensitivity based on what we 
say or do. Dften our 
behavior tells HDthers we 
don't care, , as in the case of 
the lieutenant in the first 
ejfample. Before taking 
action that may affect . 
.others, it Is important to 
stop and ask yourself If I , 
do this, how will it make 
that person feel?"' 



We all want to feet important. 
Ypu can show* your people that 
they are impbrtant i a. your 
eyel by taking the time to 
learn abpur thjeir personal 
1 iyes; It's hot _ a matter of 
being drawn deeply into th§ir 
family experiences or _ ^ 
problems. It i§ simply 
knowing 1 ittle things^ _ 1 ike 
the names of their children^ 
where they live, or what they 
really enjoy doing. 
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KNOW THE PEOPLE AROUND YOU 
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" ^"^ 7 ' " 

-Lieutenant and soldier sitting in the 
office in visitors* chairs. 



When the lieuteriarit said . . . 

b i eaten ant : , 

Pve noticed ydd dh the 
orderly room pihone a gdbd bix 
this morning. Problem at 
homeT 



. . - He showed he was 

concerned and was will ing 



listen to 
problem. 



the ^soldier' s 



to 
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By referring to the soldier's 
daughter as a "baby/* the 
lieutenant also showed |he 
knew something about the. 
soldier's famiTy. Talking 
with others bri a pers.onal 
levefearid remembering some 
impbrjtia^^ facts shows others 
that 'triey are important to 
you. ' ^» 



23 -OPEN COMMUNICATION 



Being sensitive is sKb^ing 
others that you understand 
both ^w&at they are saying ar^d 
how they are feeling. This 
encourages two-way , _ 
communication. When 
listening to others, 
occasionally saysomething 
that tells the person you 
understand their viewpoint or 
how they feel . . 
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Two shot of lieutenant' in "bad example," 
and soldier. 



i9 




In the first example, the 
lieutenant didn't, do this 

Soldier : 

;^Well_uh, yesi sir, I know I 
' shbUldn/t be using this ■ 
phoney *but that was my wife 
telling me about our 
daughter^. She' s sick, pr, 
arid I.'m wbrried abbut her. 
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I^m sorry; bat jLhat^s not the 
proper phqnei' You should use 
the-phone in the day room. 

In^thjs example, ^the lieu- 
tenant 's response, told the 
soldier th«t he was more 
interested in enforcing ^tjie - 
rule than showing concern for 
the soliJier's daughter. 



26 Close-up of lieutenant In " 
pie." 



exam- 



- ' - - _ ' ■ ' _ - - _ ' . 

In the second example^ the 

lieutehaht was effective in 

sftON^tagthat he under stood the 

soldier's feelings . . . 

Lieutenant : 

It eari be pretty scary when a 
baby gfets ^ick. 



27 




— I 



This response helped the 
soldier relax and encouraged 
him to talk mor^ Spenly about 
his problemi The leader who 
shows understanding when 
listening to the other 
person^s problem or opinion 
can get more cooperation and 
respect .Remember, showing . 
you j^nderstand and care is 
not a sign of weaknessT~~~ 
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•SENSITIVITY IN NOT SYMPATHY 
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Two shot of lieutehaht in the " 
example^" and the soldier. 



Showing sensitivity doesn't 
mean you have to agree with 
the other person or fe^l the 
same way. — 



The lieutehahtih the second 
example was effective in 
showing he understddd arid 
cared about the soldier * s 
problem^ while st4^1 ~: 
erifbrcirig the rule • . . 



L ieutervani: 
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TWb shot. 












; 


< • Sensitivity 

1 . 


is Not Sympathy 



LbbkV\i 've been there, too; 
I think ypu ^hould^keep in_ 
tbuch.W'Uh your wi^e but you _ 
know it^\^s important that the 
orderly r^^odm phones be dear 
fbr bff ic^al use. 

Soldier; - 

I; know, sirj\and I Ml use the 
day room pjhbhe f rdrri now on. 



That soldier wilTxingly agreed 
Xo use the day rbQm phone : 
because the off ieerr showed 
sensitivity, but remained 
firm about restrict iXig .the 
phone to officia1.us( 
Getting a person to agree to 
do something is more etfec- 
tive tlian ordering them\ af 
the lieutenant did in th^ 
first example; . 
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Elbse-upl^f lieutenant in "bad example." 



L i e ut 



Tm sorry, but that's hot the\ 
proper phone._ You should use 
the phone in the day room: 
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Critical Steps for, Sensitivity 

• Cbmplaints - 

• Viewpoints 

• Problems 
irigs 



17io 
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The lieutenant was firm, but 
his lack of understanding^ and 
caripg will probably cause 
problems; in the future. 

Think about it. If ydu were 
that soldier, how would you /f 
like to be treated? / j 

Let^s how take a look at the 
steps you can use if a ^ / 
'situation requires sehsi-- 
tivityi Let*s re^er to ;^hese 
as "Critical Steps."! They 
can be used wherxever a person 
comes to you with a comBlaiht 
or a problems These steps 



u 



win 'also help y^u -in discus^ 
sidns v/heh ahath^er person i§ 
t r y i h g _ 1 0 ' e X p 1 a i a-^^^^^^b^^^^^ 
viewpbint br feelings. . The . 
CritiealvSteps "for 
sensitivity :are^ 



34 . 



Critical Steps for Sensitivity: 

,1. Listen and respond with e^ 
. 2. *Ask fo^details and take notes. / 
3. Check ror understanding. 
'4. Openly state your position. 
;5. If appropriate, indicate what 

action you wi]] take and set a i 

a-fQl-low-up date. " _ 

. 6. Indicate that you appreciate 

the^ person bringing the situation 
td^dur attention. 



(Narrator ^eads steps . . ) ; 

'1. tisteh ahd_respbnd with 

: eTnp^thyi * 
2; Ask for details and take 

notes. V . V; 

3. Check: for bnderstandinq ; 
*4. . Openly stat^ yoar-y^osi- 
- tjon. _ J . 

5. If appropriate, indicate 
what. action you wilV^ - 
take and set a follow-up 
date. 

6. Indicate that YOU 
appreciate th^ person 
bringing thesituat ton 

i to yoiir-attentibn-; , 



I Critical StejD 1: 
35 , with ^Empathy. . 



Listen and Respdhd 



Listen and respond with ' , 
empathy. When another person 
is tiding to explain a 
prdblemi viewpoint, or 
f eel ihg^* alldw them to. 
express themselves. / v 
Listening with empatl^y means 
showing the persdn that you ^ 
understand what was said arid' 
how he or she feels. \ 
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"Ydu feel frustrated" 
"YdU're angry right now" . 
"I can see how happy you are" 
"I khd^ you're disappointed" 



Ddrm 'scene. 



Venting feel ings.' 
(Cartoon) . 
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Empathetic statemeoits usually 
contain a feeling label lit^e, 
".You feel frustrated," ' 



"You're angry n 



now,' 



'I 



can see how happy you are," 
or^U-l know you're . 
'disappointed." . 

When ydur first response to 
another person shows you 
understand his or her . __ , 
feelings, that person will be 
more open with you and more 
willing to listen to your. . 
position. :> 



35c 



Odnti scene. 



Calffltng down. 
(Cartoon) 
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Critical Step 2: Ask for Details and , 
Take Notes . ; . ' 



36a 



36b 





— ' ' — : 


Who? r 


WHer/?' 


What? V 


Hbw mbch? 


: • Where? 


How often? 






Dorm see ne^ J' 


. ^ . 


(Cartocjn ) 





When you listen With empathy, 
you alsb- help*the persbh calm 
down by letting him or her 
vent^eil ihgs . This will be 
important when you want that 
person to cooperate in 
proplem-sol ving. 



Ask' Tor details and take 

^tes* In any discassio», 

it-'s important that^you 
_ understand all the facts.. If 
someone brings a ^complaint to 
'you J yo u m u St be s u re t ha t 

you f ul ly unders tanS_ the . • 

problem before stating your 
position . 

Ask. questions, using words 
1 i ke : who , what ^ where , 
When^ how much ^ how often • 
These words will keep your 
queStidhs open and less 
threatening. 

These questidhs help you pin 
down details and get a 
clearer uriderstahdihg of the 
other person's vieWpdiht, 
Before you. can solve the 
problani ydu must fully , '. 
dhderstarid what the prdblem 
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BriticaT Step 3: 
i rig . 



Check for Understand- 



37a 



D. 0 r^n s ce ne S ufmi ar i zi rig 
^ • (Cartoori ) - 



Check^for^ Uriderstandirig, 
Prob1e,ms may go unresolved dr 
wrsen because orie person 
misinterprets Whatanother 
h a s ^ sa i d ^ Ther ef ore , i t i s 
: important that ryo.u know _ 
exactly what has been said or 
i agreed to '^ii j, ..^ 

After gathering^all perti ri^rit 
' . ji Jif .0 rm at i on , s umm ar i ze t he' » 
. conversation;, even t hdugf[ yoq 
are confiderit you know the 
oth6>^/P?rson*^s gpsiti'pn. , 
Revi ew eacR pb'Tnt as you 
underst^ind it , jasjweTl as ah 
action which 'you rnay.'be, 
e^xpected' ta taice .' 
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Critical Step 4: Openly States Your 
Position:. i 



38a 



Dbrmscene. 
(Cartoon ) 



3Sb 



38c 



Dorra scenes 
(Cartoon ) 



lake time. 

(Graphic) 



Openly statj your posfl ion; 

It is important that you 

present^ your positi on based 
on the facts of the, situation 

Do not attempt to embarrass 
or appear to threaten the 
other person. If you koow he 
or she is wrongs clearly 
exphlaih wHy^ taking care not 
tolbwer the person's 



self -esteem 
argument 



or get into ah 



During your 'discussion ^ the 
dther person may cbmplalh 
about the behavior or 
perfbrmarice of ahbther. \ / 
Although it is important to 
bB as open as pds si ble during 
thele discussions, avbid 
criticism of the third party. 

If for some reason you find 
you need more facts or are 
unsure of what position to 
take, pdstpbhe a decision. A 
decision based oh weak data 
may be a poor one There may 
bejotherf acts to consider 
and you may need more time. 
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Critical Step 5: If Appropriate^ 
Indicate What Actibii You Will-Takej 
and Set a Fbllow-up Date. ^- 




39a 



*Dbrm scene. 

ICartbbh) 



If -appropriate, indicate what 
action you will^take and set 
a fpllow-up ^date^' If the 
person asks you_ to act or if 
you think an action is . 
.appropriate, clearly indicate 
what. you will do and when. 

•If you cannot tike the 
requested action^ explain 
why. VI Attempt to negotiate a 
comprom"fee which will satisfy 
both you and the other person, 

Once specific action has been 
, agreed ^to, it*s_ important to 
set . a date; and time fqr both 
of ^ you to meet and review ' 
progress. or discuss problems 
which may have developed. 
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40 j Critical Step 6:_Ihdicate that you< 
.. J appreciate the person brihgihg the 
situation to your attentiorii . ^ 



ir 



40 a 



40b 



Op in ions 
Feel ihgs, 
.Viewpoints 



Dorm scene. Expressing thanks. 

(Cartoon) , 



Indicate that • ^tJ^ appreciate . 
the person brinf^ing; the situ- 
tidh to your attention. ^ 
It is import ant that- you main- 
tain open channels of ■ - 
cpmmuhicat ion with 
subordinates^ peers^ ancj * ^ 
&uj3eribrs. To do th^Si^you 
must show others that y5u^ 
willing tb.cbriisider the^f 
^opihiohs, feelings^ and n 
viewpoints. I^heh a person- 
discusses a prbblem, files a 
complaint, ,^or expresses ah . 
opthioh, be sure to thank Him. 
or her for talking with you. 

By sayings "Thanks for 
brrnging this to my 
attentTon," or "I appreciate 
you taking the tinie.to 
d i s c u s s ^ t h t s , " y 0 u W i IT 
encourage others to come to 
you with problems. 



41 Close-up of tietitenaht. 



41b 
42 



Critical Steps for Sensitivity 
( list steps) ' 




42a 



Close up of Private. 



We ar'e^npw going to listen in 
on a conversation, between 
Lieutenant Burch, a newly > 
cdmmissionecl second 
lieutenant; and Private First 
ClasSf Jde-Kiernan. 

^ ^ ] 

YbU will see the lieutenant 
use these Critical Steps in 
handling -this situation. , 



It is Friday morning on an 
army post in the southern 
part of the United States, 
Earlier that mdrriing an - 
inspection was conducted by 
Platoon Sergeant Burras, 

the scene opens as Private 
Fi^rst Class Kiernah enters 
the lieutenant's office.. — 
Private Kierhan has been irv- 
Service 15 months and has a 
good record, although -over 
the last six months he has 
had a few dress code ar><^ 
inspection violations.^ 
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Narrator Holding workbobfe open 
showing note-taking section. 



43b 





Opea ydur^ workbook to Pages 3 
and_4^ as I have here>: You 
will notice that the steps we 
^ ust irevie wed are listed, on 
both of these pSges, \ Take 
time to Jot ddwri sdr^|^ - 
-these pages, duririg the 
corning discussion^ whenever 

y^u hear the lieutenant say * 
^prnetMng that would fit_ 
uh^er^fre of the Gritieal 
Steps . The 1 i eutenaht vfci 1 1 
be foil owing these step|_^ 
sequence and i^ should re 
possible for^you to find 
dt'alogue t6 record under each 
of the steps. After the 
discussion is completed, we 
will review each of ^t he st^ ps 
and niat ch the 1 i eutenant ^ s 
words with the appropriate 
Critical Step^^ 

Don ' t worry ^baut recor di n g 
a] 1 of t he di al ogue . Ii~may 
be helpful to concientrate on 
writing only short phrases 
that will remind you, of what 
was actual ly said. Now th| 
situation ... 



44 . 



Medium-wide of p'^tvate standing in 
doorway of lieuteharit's office. 



\ Private : 

Sir^ couVd I talk to you a 
ffiinute? ^ ■ 



45 



46 



Medium-wide of lieutenant sitting at 
hfs desk. 



Close-up of private sitting, looking 
nervous. 



Lielrtenatit : 

- _u _ : : ■ 

Sure^ have a seat. 
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. J \_ ^_ _:^L _ 

Close-up of lieutenant; 



48 



Close-up of Private. 



H>tat'2-the problem. Private ;. 
Kiirnan? ^ . ' 



Private: 



Well* ilr> parents are ... : 
cbmihg ifK-and:! was just put ; 
oh special "3etail. • \. ^ 
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Two-shot, lieutenant and private. 



50 



Clbse-crp of ■ lieutenant. 



Lieutenant; 



• ■ I , What detail were you given? 
. . Private; " 



.0 



Kitchen doty 



jeitehant:' 



Ue 

'When Is ybdf deiail? ^ 

Private : 
. ^il day tomorrow. - ^ ' 

Iriiiu tenant : 

And your parents are coming 
in tomorr ow? . , , . • 

Private : ; ; ' - 

Yes,, and*, sir, ^theyVr^ f lying 
in from Idaho.; They^can only 
'A stay until Sunday morning. 



7 



Lieutenant: 



51 Two-shot, li^t^enant and private. ■ 

■ — \ 7 ■ 



I imagine you 'Ke pretty 
excited about thfrn coming. 

\ ' \ , \ Private : ^ 

Yes^ siri I haven't seen 
them' for eight months, 

- Liedtenaht ; 

b i d yoii s ay you were j U^t 
assigned duty .today? 



52 eibse-up of lieutenant taking nbtes-. 



V , Private: 

Yes-i sir. Sergeant Burras _ J 
told me I had kitchen detail' ■ 
alKday tomdrroi*.;\ , ^ 

. \ . - ■ 

Lieutlnant : 



Bid Sergeant Burras explairt/ 
why he plaelid you oh kitchen^ 
detail?- ^ , . ' ■ 



■.<■. 



.•Private: 



Yei, sir. 



And^ why wa$^ thst? 



53 



. TwcP.S ^ot , 1 1 cutenant and pr i vate . 



My Weapon was dirty^ sir, 
Liiiite 



This isn't the_ first time ; 
yo.ur weapon has been dirty, 
is it? 

. Private: 



No^ sir. 



Lieutenant:^ 



-Hdw**maHy tjmes have ybu 
failed irisplGtidn for this? 

• - < - . \k 

- , Private : 

Three that I can rranember-'" 
sir. 



54 



ei bse-up pf 1i euteriaht ." 



J- bieuteriant : r 

.0k. tet me see if I 'ye got 
^this straight. You were 
' &ssi gned speci al : ki tcheri 
' • detail tomorrow because your. 
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weapon fail ed jinspectidn for 
the third time!.. You'r^ upset 
.because your M are. 
ebrriirtg tomorrow and you* re 
hot? ^olhg to be able ta spend, 
as mdeh time with then^^ right? 



55 



Close-up oi^ Private • 



J 



Private : \ 

Yes, sir i I know I goofed, 
My^weapoh was dirty. Bat, 
sir, all i ask is you. put me 
on detail s^e . other time or 
somethi ng . Tomorrow wouTd_ be 
my only full day with my mom 
and dad. 



56 



Over the shoulder at lieutehaht. 




1 . 



Lieutenant : 

- - 

I know this seerns unfair to 

you. I so :know your^^ ^ 

parents^ would certainly b^ - 

disappointed If you .were 

worScihg tomorrow. As a^ 

matter of fact i it would 

probably be pretty 

embarrassing for you if they 

knew you were being punished. 

^ Private ; ' ' 

■ »i -■ . . ' ^ ' 
Y es , _si r , ahd j t hi n k t h at ' s ^ 
why • Sergeant Burras ; is do i ng^ * 
this.>KdQriVt think' it's^ 
right. . ; 

bieutenant : 

Have you talked with' him : • 
about this? 

* Private : • ^ 

He wuldn't listen to me. .He 
just -said he dtdn't' want na 
back t al k / 
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Glose-obiijbf 1-iedtieriarrti 



• Lieutervaht: \ 

The way I seB_itv ■ias&ighirig^ 
the:cfuty was f air IjecaUse ypu 
failed irispectioHrfb 
thirdHimV^ Bu>^ too bad* 
thatj^^yo^ Save to 

fdffer becaqse bf yotSr 



■:■:/■ 



^ 58 ; Twd-shot, Tieuter^ant and private*, 



59 !' Cldse-Up of lieutehant. 
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- 7 • ■ Private : • '\' ' . 
' • -'Y^Si-f 'sir, ^ .: ' ■ "'t 

'v^iaitervant:^ ; 
. What do yoi warjt me to dol^^^ 

; ■ . ; Pjn^^,^^ 

. WeTl* . sif>: wdctOd.; change 
^. my. detail ;ti&^^^^^ 

: > ' ^t: i eUtefjarjt : • " • 

1 et nie .mak e spWetH iJig c 1 ear , 
That- dgGi si Qh' is iSp to- 
' Sergefht - |yrr;as v I dpn*t - 
: >i/ant t-p^^^ do 
' his 'job. ' ■ ; - 



Private: 



Yesy sir; 



tant:- 



c^^.^Hp^^Br:,'^^^^^ do thisi 

-^"""^ t ViT talk^ Sergeant Barrast 
this moaning. He Ml 'get' back 
to you by 120p^ hdur^ wjth ah 
, ?answer^ . y ^ , 

^ Private: , 



;dtr;^! sir. Thank- you, siri 
: ilieutenant: 



You -don' t need to thank , rmeVi * 
Private Kiernan^^: You ca^ be 
-stife yoii'll stTlV;:be gfv^(gn;^ 
s p e c ? a 1 de t a 1 T b u t ; I ^ glad' 
you feTt you could come in 
and talk .to me. ^ 



Priv ate: 



Yes* sir. 



(Narrator - voice over) 
L i eUtenant Burch. sk i 1 1 f u 1 1 y 
handled a situation |^hat ; : 
required sensit iv^.tyV Let • s^* 
review the Critical Steps and 
your hbtes to see how w&ll 
the lieutenant followed each 

step, : ^ 
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eriticaf St^p 1: listen and Respond 
with Empathy, z 

^Instruction : In your hbtes^ circle 
the dialogue which indicates this step 
was followed. 



^61 




hist eh .,ahd_ respond with 
empathy. Gircle in your notes 
the dialogue that ^pws the 
lieutenant was empathetic. 
Once youhave done this, push 
the' "proceed" button to start 
the tape. 

(Stop Tape) 



. boBtitehaht : 

I imagine you*re: pretty 
excited about them coming? 



62 



Tv^d shot. 



62a ! Close-up of bi^euteriarit, 



By reflecting his understand^ 
ihg of the soldjer^s feelings. 
Lieutenant Burch was able to 
keep Private Kiernan talking , 
about his problem. Later on 
in the conversation as the 
lieutejiarit was checking for 
uhderstahdihg^ he-also used 
empathy.: 

He said, "YbuVre- upset 
because your parents are 
coming tomorrow and you're . 
not going to be able id spend 
as much 'time with them." 
Let^s move to the next 
CriticaLSte0i ^ 



Critical Step 2: 
take Notes. 



Ask for Detail s .and 



Ask for details and take 
Jiotfes. ' the neutenant used 
effective questions in several 
places during this conversa- 
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(stop Tape) 
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bletJteriaht ; 

Did you say ybU were just 
assigned duty today? • 



64a 



Close-up of lieutenant taking notes. 



How many times have you 
failed inspections for thij 



64b 



Over the shoulder on Lieutenant. 



Lieutenant : 



When j£ your detail? 

What detail were yoii given? ^ 

The lieutenant effectively 
gathered Infonfi at ion about 
this problem situation. It 
was irnportant for him to know 
that the private^ s detail had 
been assigned as a disci pi i- ^ 
nary action for a viplatipn. 
It was also impbrtajit_that he 
have, all th^ facts befbre 
takilig a pbsitidn^ Now let^s 
tat the next Critical 



66 



Critical Step 3: Check for Understand- 
ing . ^ ^ > 

InstructioTi: In your notes, cirole 

the. dialogue which indicates this step 
was followed. 




Cheek for urider|^ntiirig. 
Circle in your riojtes the dia- 
logue which shows] that the 
li^utenahj handled this step 
eff ectivelyi 

(Stop. Tape) . . 



^ , Lieut enarrt^ : ; * 

Ok. Let me see if I Vve got 
this strai ght . You were 

assigned special kitchen 

detail tomorrow because your 
wea ppn f ai 1 ed i ns pec t i on f or 
the third time*. You're upset 
toraucp ^niir narpnt<; are 



Private : 

Yes*— Sri 
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-er-rt-Hral Step 4: Openly State Your 
Rositiori. — - — — 

::; - _ * ■ 

^ Instroctibn : , In your ndtes* circle 
' the dialogue which indicates this step 
was followed. 



Two shot. 











The lieutenant effectively 
checked for understanding by 
summarizing. He focused on 
al 1 of the main points and ' 
reflected bh the. private's 
feelings of being upset. Now 
the next Critical Step v. • 



Openly state your pbsit-fbh^ 
Circle in your notes the dia- 
logue that shows this step 
was followed^ 



(Stop Tape) 



.70 ' Close-up of lieaterlant. 
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Critical Step 5: If Appropriate^ 
Indicate What Act ibriTbu Will Take 
and Set a Follow-up Date. 

InsferuGtiw : In your hbtes, circle 
the dialogue which indicates this step 
was followedJ 



The way I see it, assigning 
the duty was fair because you 
failed inspection for the 
third time. But it '.s. too bad 
that your parents have to 
suffer because of your , 
mi stake, ; 

With. this statement , the 
lieutehaht showed support for 
Sgt. Burras, Wt the same , 
time he shbwem concern for 
the spldier'X parehts. This 
c 1 ear ly ■ demo'nlstVated 
sensitivity while ^^maifiing 
f iFm. Now the riextrCritical 
■ Stef>' - .- '■ ■ ' 



If appropriate^ i\hdieate .what 
action you_wi 11 take and set 
a follow-up daie. ^ Circle in 
your notes thejldialp^ue that 
shows this* step; wiasr;^f4)l lowed. 

(StppL^Tapfe5 
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72 • two-shot, lieutenant and private; 



L leutenant i .- 

However, I will do this. 
Pl1 talk to Sergeant Burras 
this morning. He'11 get back 
to you by 1200 hours witii an 
answer. 



73 



Narrator. 



73a 



Over the shoulder on Lieuteriarit. 



the lieutenant was very clear 
about how he would haiidle the 
situatibh. He also clearly 
set a follow-up date by 
saying that Sergeant Burras 
would give. the private ah 
answer by.l20t) hours. It is 
very important, that the 
lieutenant lefi this 
particular action in the 
hands of Sergeant Burras. By 
doing so, the lieuteriarit was 
sensitive to the sergeant's 
pbsitidri as a leader. Now 
^the next Critical Step. 



74 eHtical Step 6j Indi^cat you 
appreciate ti^perspn . bring irig the 
situation taHknir attention. 



Instruction : In your, notes, circle 
the dialogue which indicates this step 
was followed. 



Indicate that you appreciate 
the person bringing the si^tua- 
tion^to your attenLibri. Girele 
in your notes the dialogue . 
that shows this step was 
followed. 



(Stop tape) 
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two shot. 



Lieutenant : 

y%u don't rieed to thank me^^ 
/Pr>ivate Kiernan. Ygu-can be 
-SiJf e you' 11 still be given * 
special dietailj but I 'W glad* 
yoLi fett you could come iri 
arid talk to me. c 



Private: 



Yes, siri 



75 




in this case, the lieutehaht 
firmly reminded the private 
that some discipl ihe wqald 
stm be carried out* Bat he 

^ did .topnunicatev sincerely 
that he was glad* the p^vate ' 

"felt free to appro achAjn 
about the problem. ^I^R. 
strengthens the moralPcf the 

-4;r-obps to knd^* that off icers 
are willing to listen. If _ 
soldiers feel they are beting, 
treated unfairly, .they need _ 
to know that they lean go to a 
superior who will iat least 
listen to their complaints-_- 



77 



Twb-shdt^ lieutenant and private.' 



Bef bre^e leave this . 
sitoatibh, , ^ 
yod may be wbhcTer^ihg-^+iow the 
meeting went between 
tiedtehaht Burch: and Sergeant 
BtirraSi ■ 



77a 



77b 




78 ! ' Medium close-up of seargeant showing 
1 anger. 



At first, the sergeant was- 
ahgry that Private Kiernan 

had gone to his superior. 

But the lieutenant explained 
why. it was important for the 
troops" to freely bring their 
prbbl ems and, complaints to 



79 rr. Clbse-up bf lieutenant. 



The lieutehaht used the sarne 
sensitivity toward Sergeant 
Btirras as he did with' Private- 
Mernan. - He assured the. 
sergeant thiit he suppbrted 
th^ discipVihe aihd^that he 
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' Two-shotv of M leutenant a^d sBrg^a^^ 
showing qnderstanding .and agreement; 



It torhed bbt ";tfiat the ■■■■h '' 
sergeaoi didn't l^ridw that .-/^ 
Pr i vate K ierfiaii4<^parents; t 
wer€ VI siting Sar&rd.ay:-^ 
leaving earlyvSundajf, morning; 



81 





Shbvyihg Sergeant BUrras leaving the 
" of f ice. 



They agreed to pbs.tpone the 
kitchjen detail untj T^Sanday^ 
af ter Private Kiernan^s^^ 
parents had left. the^ post. - 



The meeting ended with both 
the '1 ieutenant and- the 
.sergeant being satisfied : _ 
With the soTutiGn, Sergeant 
Bunr::55 went to inform Pri-vate 
Kiernah of the decision. 



83_ 




We have Tistehedto a ' 
Tieutehaht who effect i ye] y 
used sehsitiYTtyi how itVs 
your turn. This is the- ' 
, situatibh.: yb^ are ta assume, 
the role of a newly 
ebrmiissibhed second ' 
1 ieutenant.' The situ'atibh 
will be very similar tb tHe 
one handled by lAeoienaht 
Burch. You wilT"see^ a slid^ 
and hear some dialogue which 
you will respbh^)to. 



83 a 



Please turn to Page 5 of the workbook, 



Th.e options for^your 
responses are prjr\;ted oh 
Pages 5, .6, 7, and 8 of your 
workbook. Please turn to 
Page 5 now, but do ngt b^gin 
reading until you receive 
further instructions. 



84 : 



Narratbr (or mafj),^ 



(Short time lapse) 



.You are sitting in'your- 
bff ice on an army post near 
the eastern, cbast of the ' 
Un i ted St ates . It i s Fr i d ay 
af ter hob h. Earl ier today you 
ahhbuhced to the t^bbps that, 
due tb ah bperat ibifal . s::,-: • 
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r'. ^•V■ 



84 a 



readiness exerclSev alV 
leaves and weekend passes , •* 
. wire delayed until 1800 * 
. hbUrs^ Saturday: You realize 
this will cause some soldiers 
with leaves inconvenience 
because a f ew' pi anned to f 1y 
back home, Your orders are 
to make no exceptions, no. 
matter' ,hdw much inconvenience 
this causes any one soldier. 
*The leaves :«i 11 start at 1 800. 
hours bh Saturday, and alT _ 
soldiers. will be permitted to 
take their full leaves as - 
originally approved. Entering 

■ yoar office how is.Pfc 
Marilyn Daly, who lives in 
Arizona and was given a < • 
ten-day leave to return -.. . " 

■ home,' You are sure that^-,s^e' 
> is gqjng to request ah/ ,; ;. • . 

' exceptibn* to tRe postpohemeht . 



85 



Oyer the shoulder at Priyat^ Baly,: 
St and i hg i n the doorway of the 1 i^^; 
tehaht'i. office. : ' . ' !- . 



85 



eidse-up bf private sitting-in chair. 




«_ 
< 



. Pr ivate : 

^ ■■P ■ ■ _ ■ ■ - " . 
SiV/'can I talk with.yoD a 
mil 



: Lieutenant : 

/ _ _" ■ ' . ■■ ■ i _ ■- ' 

All >rightv Private Daly. Have 

a seat . « . . . ^ ; ' : ^ 

- 'l^rivate: - 



Sir^ it's ^bdut the leave _^ ' 
;t6mdrrov^..^:Uhbrt pause) I?, 
there any way that I can keep 
my leave the w'ay.it WaSvori- . 
gihally-* apprbyed?V You see, 
sir?' my f arnil/ Has.planne'd' a 
rbj^^euriion; fbrv.l200_Sjuhday* 
V in my hdhbri v^hd- if I dbnit 
:leave the poSt before JISpO 
i-V tomorrow, I won' t be able. to 
S^:; get back home qhtil;; 17p0 
>v'. Sunday.. . - 



87 



What would you say? 



.What> would 'you say? 6n Page 5 
circle your response under 
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(stop Tape) • 




• ^ . Lieuteharit : 

I can see that you're anxious 
to get back for tbis reuhibri 
and! can certainly urider- 
stind wh^ you wuTd be. Let's 
talk abbyt 1t^ ; ^ 









89 


En\tiea1 Step 1: 


bisteri -.and Respond . ; 




With Empathy. 






■ ^ . - - - 
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two shot. (Repeat) 



tisteh and respond wjth^^^^ -V 
empathy. The correct response 
was letter D. 

Befgrq :0a;t^ 

or deciding on sqlutions , it 
is tmpo riant to s hq t he ^ ^ ' i 
other person that you under- / 
stand .the si tuation Subgr^- . 
di n&tesjii iJ:lufae less ? Ti kel y 
to ^ ar gue- or Scbme def ensi ve 
if they kiipw' understand 
hpwjthey f eel . In thi s 
sta'tement^ the lteute:nant 
stowed that He understood 
that Pf c Pa1yj?as' "ah jious to ' 
get • bac k f or^fije re un i oh . " 



lA. 



90 



__. _ _ ^ , • _ 

Sorry i but I have specific p/^ not 
to make any exceptlphs, yt)U surS 
there' aren't ihy flights out later 
tomorrow or early Sunday to get you 
-there? . v. - '^ " ' 



The next best response- would 
hayfvbeeh A, This is a good 
response because you are ask- 
ing f or more i nf dritiati on • 
Howevf r thelf irstv statemerit^ 
"Sorry ^ but I have Specific 
orders not to make any 
exeeptlbhs^" does riot shpffL 
empathi^ arid you rhay seem, like 
you are .b]aminj,.the problem, 
on your super ibrs. 



, let's cbhtiriue . . . 
first jthe correct response 
a^aini ^ ^ 
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TvJo-£ hot of pr i vate and 1 i eutenant , 



^ Lieutenant : 

! can see that jbu' re anxious 
to get Bac k for t h is re uni on • 
and I can certainly under 



Private: 



Yes, siTi, I .stJ^e hope you 
can help Sie. 



J3 
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Single shot of lieutenant. 
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Critical Step 2: 'ftsk fbf Deta,ils and 
Take Notes. V . 



95a 



Ij^ieutenant. 



•B. You mean to tell me that there are no 
fMghts leaving after 1900 Saturday ,. 
tfiat will get you to Pho^nik by 1200 
hours Sunday? 



What /would you say? Please 
circle your answer in response 
to statement Number 2. ' . 

(Stop Tape) 

Lieutenant : 

WeTl.'Trn hot sure, but let 
me get some jtiore infoxma^lo^ 
about your.prbblem. If you 
leave at 1800 tomdrrow, why 
won't you be able to get back 
home in time for the reunion 
at 1200 Sunday? 

Ask for details and take 

notes^ If you chbs;e C as the 

correct response,. ybU' re 
..right. ' > 

Before statihg that ho 
exceptions could, be made*^ - 
^^th^'s^^'i eutenant-^chose--^ 
put more about the problem to 
see if a compromise could be 
arranged. 



If you chose D, you cKd^e the 
second best answer. The 
problem with D is that it can 
appear threatening. To start 
a statement with the words, 

"You rtieah to tell me," / 

implies that the person may , 
be lying or doesn't know what 
he or she is talking about. 

bet*^ continue --first, the 
correct response again. 



98 . 



Single shot of lieuteriahti , ' 
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Close-up of private. 
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What would you say? 



Two-shot :«f private and lieutenant. 



Lieutenant: 

4^ ^ — ~ 

vieTVi I'm ndt surej ; but let 
me get sdme mdre information 
about your prdblem. If you 
leave at 1800 tprtidrrow* Why 
wbri'tybU be able td. get back 
hbme.io time for the reunion 
at 1200 Sunday? : 

Private: ' 




Well, sir., the last fliaht 
Phoenix from Phil adiel phi; 
Maves at^193&. The last^ 
from the post leaves at liOOw 
It takes 45 minutes to.get to 
the airport from the post and 
I dqri' t_have enough, money to 
take, a cab. 



What would you say? J Circle - 
yotir response in thd workbook,. 

^^(Stop Tape) 

Lieutenant : • , • 

T)k. let's see if I've got the 
facts' straight. You neied to 
b e^b ac k~h dme-b-yi-120 CL Su n d ay . 
for a. reunidn that your^ 

>f ami ly_has_put together 
specially for you. Last 
flight. that will get you 
ther^' leaves here^at 1930 
tomorrow night, The.lait bus 
leaves the post at. 1700:1 So 
if you don't get of f before: 

• 1800, you won't have 
trariSportatioh to the airport 
because you can't afford a 
cab._ You want me to make an 
except ion for you so that you 
can get off post by 1700 
tomorrow. : 
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Critical Step 3: eheckfdr' Understand- 
ing. ; ' 



Two shot (Repeati 



Check for understanding; : The 
lieutenant effectively 
summarized Privat§ daly's/ - 
problem. He was. brief i^but 
made sure he had all the^ 
facts straight. ThiSJ^sumtnary 
also showed Pri vate. aalyc^ 
the lieutenant was^^Tisten^ng. 
cairefully and thatAhe was -'- 
taking the prdbleiii'^ ; V 
seriously.: If^'|^9Ur choice 
W^s you're correct. 
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Gk^ you've got a reuhion Sundav.^You 
don't want to pay for a cab ana you ' 
want me to make ah exception of the 
leave policy: for ydu. R-ight? 



If you chose response you 
chose the second ^feest 
answer-. This is Ik v6ry brief ^ 
recdp of the RrtSblem^ • It isj;; 
too brief. ^ Saying^: "You .dori^Vt 
want to pay for ;B cab," d^c' 
hot accur^ately summarize w0t 
was 'actually s^id. Privat# , 
Pajy^actual ly,: said , " i; can * t' 
-afforjd^^ a vCab^' depending on 
yourn:6ne\of vd-tce, yau coujid 
sound as tKoughVyou were : . ^ 
irritated and.;: Impat 
This would, not show? X 
sensitivity.^ ' / 

Let's cdntinue . . the 
correct response again was: ^ 
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' Twb-shbt of private and lifutenant« 



^1 



: ^ .|> Ueutenant :^ 

0k, let^me see if jjl got the 
facts straight. Ydii need to 
^bje:_b_Mfc jLbme by 12C^0, Sunday 



^for-a reuhibh thatl^du?^ 
f ami |y_has_put together 
i sfi^epo^aT ly 'fb^ 
f 1 i ght~~fTTa1r-wi 1 1 ^get ydu; iv^, 
there leaves here^at 1930' 
tomorrow; night. The last bus 
leaves the post |it.L<1700^ So 
if you don' t get? off ^before \ 
.1800, you ^won* t - have vi 
tr anspo> ^tatioh .|o the airport 
&ec aus e you c ahl' Afford a 
. cab. You want me to rrnake ah 
exception for you so that ybii 
ran aet off DOst bv 1700 ; 
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:f Close-up of Private, 



Yesi sir> jand if possible, 
I'd like to be able to catch 
an earl ier flight, bne 
leaves at 1300 tomorrow, • 
It's a direct flight. 
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. What would you say? ' ; 






'V ■ 
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Ovfer the shoulder a^^t lieutehahti ' 


r, 

: 



7 



What would ydu say? C ire Te 
your respdhse /or stat^meitt 
Number 4. ^ " ~ ^ 

) 



1 bxeutenant : * . 

Well, Private Daiy, I 'm/nbt 
going t'^^ be able to -let you 
take leave before 1.800 
tomorrow. I can't make-ah 
exception for you without 
allDwing the others yyho have 
leave the same prjvri lege. We 
aJ^ have to remain until 
comp^tion of the exercise. 
But J-would like to talk to 
you abDUt some otfrer ways to 
get ^you to Phoenix' in time 
for your reunion. 
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CHtical step 4^ Ope 

Pdsitidh. ^ 


Inly State ^Ydur "] 






' ■ -/ ■■■■ 




'Qver tf^e shoulder. 


' (Repeat) | 






V ■ ' . 










I' m^ sorry, I can't make any excep- 
tions^ But, let/s talk about some 
pther^ways to get you bacl? to 
Phoenix in time for your reuhioni . 



Openly state your pcrsit ion. . 
The correct response is B. Not 
only did this lieute*nant st^ate 
that the rule had to be - ' 
enforced. 

He also gave a very cdmpletS ^ 
explanatidh of _why it had td;"* 
be _ erif breed. Th i s kept 
Private Daly from feeling 
that the' lieuteharit was being, 
arbitrary in his decision. 



Response D is good; but riot 
as gtDod as Bi Just : say i rig, 
"I Qan't maike any 
exceritions," offers^no 
^XfiTanat ion.- This can make 
the other person feel you /aVe 
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b^ing, arbitrary. By off^rin-g 
td* t^lR about other ways-; to 
get* back in tjpe^J'or the^^ 
reunion^ howevfef:,^you ara * ,\ 
showing yojtir/sef^sitivity,> 

Now the situation contin-ues. . ^ 



no 



Over the shoulder at lieutenant. 



lant : 



Well, Private Daly^ I'Jti not! ^ 
goifig to be^able^to-let :you^' :. 
:take leave before .1800 : ; r: 
tomorrow: V I can 't make at^ 
e'xcfeption for you without 
al 1 owi ng the others. wh^' have 
leave.tlie sanie privlle'gev -We 
all have'^^to remain until v 
comp 1 et i on of /the ex ere i s e . 
But I would .l ike to t alk to - 
'you abo4Jt' 'sWe other ways to 
get you to Phoenix nn time . ' 
for your reunion. ; v. 



nOa Medium sing^le of priyatis. 



- ; : ' " Private ' 

1 don ' t know how we c?an do 
that; I've cheeked all: the., 
f 11 gKt s ou t v: : Ther e * s no t h i ng 
•Oeavihg later. _!L;0?i Sunday ^IV.: 
can * t cateh; . a' .f 1 ight, unt i 1 
VT30 . .That won '-t pi/t me 'home^ 
until 20Oe;hodrs. ' ' - 




What would you^s ay? Please, 
complete statement l^amb:er.>5 
by circling the correct . " 
answer^ / ^ ; - 

* / . (Stop t^ape) : ; ' 



112 Over the shoulder at 1 iedtenariti 



lieu^enant i 

ment ioned^ that you c an ''t . 
;aff brd::a' cab. 1 happen to 
kribw>^bf several :/b^ people; 
•wjfb ar^ pT-ahning to catch 
f lights* tomorrow.-- W^^^^ you 
be interested in getting a 
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/.V . Thfe pri^e 'for five of yoU in 
: diie tab wqu1 dr^bg^dnly- a 
• cdupla' nib>e tha.n - a- 



n2.aj ' 'Medium singjeLJifL^private. : 



Private: 



'•■ Y^s, slr^^ but I have Jib: idea 
j fV Who elite be goings • 



Over tire shoulder at lieyteriant^. 



. 1 ■ 



- ■ fcieatehinLt : ^ ^ 

:Sergeant_.Bfo^^ has^ a l ist of 

^n^r^es of ^people who have 
leaves to go home thi s - : \ 

.weekend. 'I^e. c.a^n^^^^ 
He can* gi'fe^^^^ a copy of : 
those : names and you. e.an v ; ' . 
contact these peopl e and see.^; 
what you can get togettier. V 
Why don't you check batk witM 
me at 1000 and let me; know '^^""'^'^ 
what you come up with\' / If 
you're still having a ■ 
problem,' I might have some 

' more nf ormat,ion Tor ydu 
about, other' people'who need 
to get to. the airport 
tomorrow evening./ 



, :/ i ; eritical Step: 5^ /If Appropriate 
Indicate What j^ciion: You Wi ll'Ta 
: // arrd Set a^^ Follow-up Date^ 



Il3a ; - d shoulder (Repeat ) - 



If :.appropriatei;;v^^^^^ v^hat 
aciHon you . wi'Tljit ake' an set 
/ar^ol lo.w^up" date/:^^^^ 

* cprreGt^responsi is I ri • 
this^ case,: the Tieu^^ 
thought of ^an alternative 

' ;Sh^rihg./a cab -7 and asked 
the private' to consider it* 

Because the lieutenant was^ ; 
. -s en s i tive t q.^ the priv a t e ^s , 
problem ^ - - n 0 1 be i n g aib j e: to: 

• ' afford .a cab to^^catch/ hei^: 

1930 fl ight^r-*^ he ^^sj^b l:e' tq. 
suggest this: feasible ^^^^^ 
/ alternatrvei /The li.>ey|.enant 
: :arlso,ma3^^^ 

V wahted ta meet wi th-Pr i yate / 
Daly at ieOO :to'checkrtier_ 
progress- This showed/the . - 

-private that he was truly 
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• I ■; / -: - - . - -- - 

Pll cheeR arbUrid the pdsU,^ Maybe I 

t14 : c?h find si^me others who ar'e going 

• [ to tfie airport and wbUld. let you 

ride with them. 



-115 ; Cldse-up 'of PrivBte Daly. 



116 What would you say? 



117 Close-up of lieutenant. 



e is the next best answer. - 
You are offering ah alterna- 
tive that can wbjrki__Hbwever,: 
it is not as good as 0 
because there is fib fbl]bw-ap 
date and the lieutenant, wbul^ 
be doing all the work. 
Getting to the airport is . 
P r i V at e b a 1 y * s pr ob 1 ern^ and 
she should tak^part in the 
solution. . 

Now the situation continues ■ 
with Private Daly's response. 

/ Private: : . / . 

Yes, sir; ' Ahd7/ thank 90jJ^ . 

siri ■ . ' 

■ ■"■ J.. ■ 

What would ybu say? Please 
circle your respbnse fbr 
statement number 6. 

(Stop Talpe) 

. . t ' If . 

hjautenant : 

That's ok'V Private .Daly. I 
know this was a bng problem 
for you :aind;^I'fii glad you came 
in to talk-tovme about it. 



y j ;Cr i t i c al Step 6 : I nd i c ate that you 
118 i appreciate the person bring i the 
I situation to your attention. 
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Clbse-up of Lieutenant. (Repeat) 



Indicate -thatLyou^,ap^reciate 
the person vbhi'rtging the situa- 
tion to' your attention. The , 
cbnrect resRons* ji B.r It is 
impbrtan;J:;^Miat t>f& pri va^ ^4 
feels fr4&^^^ 

lieUfehant wit^h a.iiy probleijis 
or concerns. ' - 

This response will encourage 
Private Daly to initiate 
• f uturj& pt'bblem-.<sdly ing / 
d i ^s c us s i bh s . t h e 1 i eu t en an t 
al,sb. showed empathy by 
'r;lettihg' the prnvate know Fwe 
^understbbd her problem. 



41 
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This officer took a 
toward shb>1hg:that he.Was, 
interested, in his^SQldiers as 
pabplit This typi of 
s,eris-i t ivi ty ' eah ; res dl tin 
Hi gh fiibr ale arid 1 by a1 ty amon g 
his troops i \ 
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?i 


A. 


That 


s ok. 


want my people to 






brine 


j prog 


rens to me. 




D. 


That' 


s ok. 


Gaiie in anytime i ^ i^^" ? 





^ ft 1 though bbt h ft and D 
-etjcqurage Private Daly to^ 
br i ng pro bl ems to the 
lieutenant^, they don^t . 
•indicate that the lieutenant 
is happyyto address the 
prob1ems|. -therefpi^^^ j - . 
responses ft and p do not seem 
as sincere as. response B. 
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Narrator with super imposed^ "How do 
you do?" 



Critical Steps for Sensitivity. 



How did you do? If ypu didn*t 
.pick all; of the "right ' ' 
answers 'don't be 
discouraged. This is ybur . 
first try at foil owing the 
Critical Steps fbr 
Sensiti vityv. It's going to 
ta^ke some practice to perfect 
these ski lis. 

Let's briefly review the' 
concepts arid key pbirits fbr 
serisitivity. 
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Narrator holding copy bf wbrkbbbk 
t fif^en to Page 9. Close- up. 




First take sbme_ time to read 
the sufTinary bri Page 9- When 
you have finished reading, 
push the "proceed" button; 

(S^bp Tape) ' 
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Key Pbirits fbr Serisitivity 

• Action Skm _ 

• Kribw the People ftrburi d You 

• Ope ri C bmm uri i cat i bri ^ ^ 

• Serisiti vity is riot Sympathy 



Keep these key pbirits iri mirid 
as you practice beirig 
serisiti ve: _ 
ftctibri sKill; kribw. the people 
arSlarid ybu; operi commuftica- 
' ti bri ; sensiiti v1 ty 'i s ribt 
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■ Action Skill 



; ::pf c • s 1 1 1 i ng at e sk thi nk i ng ^ ^' Not hi rig ■ 4 
gbiiia rVght for me' arid hb brie careis- or j 
understands." Sergeant Iboking at Pfc i 

- thinking, "I wonder what's bogging him?" 



125a ' Bood example. (Repeat) 
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Know the People Around You 

^ • . 
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Group- of soldiers and an office^ 
approach) ing / 



UntiKthese two start; talk ing, 
they're hot gbihg to know bow 
the other^-feeTsi The same-i< 

. true <abput sehsit iyity.. 

Unt'ess you:^ show that: ybu y 
understand or care about the ; 
feelings of others, no dne^* 
win know that you; do. ^■ 
Showing sensitivity means / 
taking the time to listen 

^jwheh a person has a problem . 
and' then miking sure you 

. uhderstahd., Vdy can^^ do this 
by using ;ref tect i ve'^-^R-d 
empathetic staternents. . . 

Sensitivity also.means 

handling problems in a way 

that woh'^t lower' the ' . ; 

s^lf-esteem'tif another, 
"pirsbn. ■ RemMtte^. how the 

bfficer'^t the beginning of 
' tfiis tape asked the soldier 

into his office to discuss 

the use Pf the phone? 

Keeping cbhversatidhs private 

prevents embarrassment and 

protects self-esteem. 



As an 'Officer, you will be 
responsible for- many soldiers 
They will all have different 
needs and problems. 

Each of them. needs tbfeel 
important. They want you., as 
a leader^ t^ support this 
heed. 



•127a 



Officer says* "Good morning, Sgt. 
Hbrgani how's little Jimmy?" 



Ybu can do this by taking 
time to know each soldier. 
Learn their names as soon as 
pbssible. 



Idier answers^ "Fine, sir, thanks for 
asking." 



Remember facts about, their 
per'sbnal lives; try to learn 
what each person values and 
w)iat their special concerns 
are; talk tb_them j^bout the 

things -they feel are 
: important. 
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127c; Soldier thinking, "I only met hiin once 

j and he still remembers my. son's name." 

i . (Cartddhj 



By takingthe time to know 
your pedple:as individuals^ 
you. will 'gain- a reputation 
for being sensitive, r 
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Open CbmmUrii cation 



Sensitivity. means under- 
standing how the other 
person sees a problem or 
situation* You may need to 
spend some time in that 
situation or at lea^take 
the time to listen to an 
explanation to show that you 
truly -understand. 



! Scene- 
shows tank crew and lieutenant helping 
129 put the track baek on he tank. 

'(Cartoon) ; ' _ 



When discussing a problem or 
•listening to a complaifrr, "rnr 
to understand what the person 
is saying and feeling, and 
how he/she sees the 
situation. Sensitivity is 
also needed whea yduask 
others to perfdirm, difficult 
tasks, the leader whd can 
shdw Uhderstaridihg when 
assigning difficult tasks 
will Usually get rndre 
cddperatidh arid respect, . 
Rjememberi shdwirig-ybU 
Uritfirstarid arid care ddes ndt . 

make yoU wea^c. It cari 

streh'gtheri your credibi lity 
as a- leader. 



•^Sensitivity is riot Sympathy 

- / ■- ^ — - 






Two ^soldiers in enl isted .men • i 
i one'with arm around other — i 
! crying. One soldier says, "Of 
j feel^so terrible for you." i 
1 (Cartoon) ' i 


> club,. 
)oth 

1 God, I 

/ ! 



Sferisitivity is riot sympathy. 
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dust because you undePstarid 
the other^p'erson fee 1 i ngs 
does not mean that you are 
experiericing these feelings. 
Having sensitivity does mean, 
however, that you wil 1 be^ 
able to handle interact ioris 
with people more effectively 
by taking their feelings and 
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132 Narrator. 



viewpoints ihtd cdhS:ider- ' 
atibn\_ By doing so. you will 
become a better leader. 



As you can see^ sensitivity 
IS an important quality in 
any efffctiye leader,/ >Your^ 
challenge nbw.is/tbVtnerease 
your_3bility to use^ 
sensitiVTty as you inte^?act : ; 
with others; 
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Narrator, 



This module is only a begin-'^ ' 
n Ul g . Y 0 u m u s t . n 0 w f i n d w a y 5 ; . 
to use sensitivity in 'yoar 
day-to-day deal,ings with 
others:. . - 




j Critical Steps ^. - , - 

Listen and respond with empathy. • 
Ask for details and take i^otes. : 
Check for understanding;/^ 
'Openly state your pdsitioni ' ' 
If apprppri ater* indicate what action 
•you will take and set a follow-up 

date. - ' V __ • ; 

Indicate that you appreciate the 
person bringing the situation to 
your; atteht ion. 



YdU can begin to develop ^your 
sensitiivity by following |hese 
Critical iSteps whenever you 
interact' vmh friends^, \ 
relatives* or; work -a5«)ci axes; 

:''fhe Critical Steps far Sen^i-^ 
i ty are: 

1. Listen arid respond with 
emj3athy.^ 

2. Ask for details and take 
notes. _ 

t— 3:r Check for understand iriig. \ 
: '4. Openly state your 'pos^it ion- 
1 5. If appropriate^ iridic'ate 
what action ypu willj^take^ 
and set a foliiow-up date/. 
6. Indicate that you appreci- 
ate the^personi bringing th< 
, .^uatipn to[yQar attep- 
[ti^n. ; 
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Shot of last pages of workbook 
Heading: Personal Development 
Activities. 



135a Close-up of Critical Step 



38 4! 



EKLC 



-^he last pages q|H^ 
book provide suggestions for 
activities, readings, clas^sgs, 
arid exercises thatfwi 11 help 
you develop your sensi- 
tivi^^ After loo|<ing, 
therg over, cut out :the 
Critical Step caFd t hat i s 
provided on the lasT page. 

C atrey^^h i s card wi th ou . 
wvli be^usetu ] -gs voa^ 
practice sensitpvity. 



It 
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RESPEer +E^0PE RATION 



Remember; if yoif, show :senr^--' 
sitiyity^ you cari' gain respee*-^ 
^nd cboperatibrii : ^ 



Final Seal 



MUsie 



:138 Please push both rewind^ buttons 



You .have completed the ^ ...o'.J 
Dimension Imp r o y.eme n t M o d u 1 e - 
Sensitivity,^ Please push 
both rewind b^uttons. * 
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. WORKBOOK FOR 'ME i 
LEADERSHIP M>SNSI0N IHPF^V^^^T MODULE— 

■ SESSiTi^l|^Y::,v'^^^^ 



■ i 




r. . 

I;- 



Leadership A^sessmen Pfograrfi 

UnitiBd^sHea^^^ 

Precorfimlssioh ing uAs^essm Sy^teqi • 

INSTRUCTIJ^NI To complete Ihjs^ rhodule: you/^ need a pencil one cocv 

J'". ^ 0} \r}\syfi^(^ ;'S^^jLiyLty^ Djrnersion 

Lm p r oy em e n J M od u j ei • I L J'Q_&r 0 qe_e_d w i t rfls orografTi insert jne^taDe 
i and await mitructions from the nJrrator. ' ' r/X 

. ' ■ : , 
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SENSITIVITY: A LEADER'S KEY TO RESPECT 



SENSllriviATY: Actions thai mdicate a 
coasi^^tibh^^or the feelings and n-- 
ij, Others, f .1 ,. 



eeds of 



jh ybtrr everyday duties as an officer, yoa will . 
interact in'a' variety of situations with NCO's and 
■ other per§bhhel in your unit^ You vvill hear 
complaints, take diseipliha^ action, disc^uss 
perforrhanoe problems.iand attempt. tp resolve • 
P0"^l'c^s ambng subordinates and peers. All of • 
tHrpse interactions mil require sensitivity. 

. Sensitivity weans sfidwirig pem^le that you vaiue 
them as individuak. When a person comes to you 
angry or with a problern. he/she |»ants you to 
' hear them put. Show that ybu understand by 
' letting: the person speak his/her mind and by . 
laskirlg'tjuestiohs to get more^details about the 
f gloBlfern or situation. You further demonstrate 
' .sensitivity and .esfab//srt ah open iine bf ■■_ 
^bpmrnunicatidm when yog thank the person for 
•■ cbming to ybu with the problem. Your use of 
sensitivity when dealing with subbrdinates can 
only strengthen ybur authority. Yotj- will earn the- ^ 
respeciof your unit by atjeropting to resojye all 
problems fairly and to the satisfaetibh Of evei^pne 
involverf;~" ' ' 

Skillful use of sensitivity when dealin^\with pfeers 
or subordinates will help you tb become a. 
valuatiie team member. By taking time'to listen to 

, and understand their viewpoints, you W/// receive 
more cogperaticyn when you present your ideal 
ieing s#nsitiveMjOgs not mean' "backing down" 
f\om your viewpbirrts. It dbes m^n that you will 

• slvoid refectJMg^theJdea^ of ott)ers^a^ 
toward an- agreement that is satisfactoi^ to all 
cbrieerned. To show your sensitivity, you need ... 
. only, to iisten to artd cons/d^ the opinions bf 
•dlhersCwhen^taKing actibci as a leader or tean 



m 



4^ 



*^ef 

■ShbwWJr^^nsiti^i People are riot ^vyar^ that . / 
you arte sensitive ,tp their feelings. u.n1ess ybu^(^l' 
or say s&rpething thdi shows y^- vrfderstand ho^ 
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(U se this space tcuafee. notes. 



OFFICERS NiiD SiNSITiyiTY 



SEPslSltiVITY STRENGTHENS 
AUTHORITY 



BEINC^ENSITIVE OdiS NOT 
MEAN 'BACKING DOVyN'; 



SHOW YbUR SENSITIVITY 



they feeh The fellqwirig steps outline ah approach 
you can use-td-lhow an individual or, group' that 
you are serlsitive to th'eir feelings or heeds: 



CRItieAL STEPS FOR SENSITIVITY 
1. ti^feri arid respond ^^^^ empathy. 
Ask for details and take notes. 
pReck for understaridihg. 
Openly state your position. " 
If appropriate, indicate what action you wil^ 
tak)e arid set a follow-up date; 
lr)dicate that you apprecilite the person 
bringing the situation to your attehtibh* 



2. 
3. 
4. 
5. 

6. 



PUSH TROeEED" BUTTON. 
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2. Ask for details and take notes. 




4;_ ©penly state your position.' 



■ I 



5« If appropriate, ihdieate what action yott will talce and set a fbllbw-up date. 



6. Indicate that you appreciate the person brlnqlng the situation to yodr attention. 
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SENSlTiyiTY SKILL PRACTICE j 



BAtKGRdUND INFpRMAf I^^ ~ t 

ABOUT THE SKItt PRAGTI^ 

you are a second lieutenant stationed :oa an Arm^ 

it 1^ Friday afternoon, and af© wo/k|ng.in your office. Earlier in tr^e day^you announced to ybur 
UTiit thkt: because of an operational readiness exercise, all^aves and weekend passes were being 
postponed unti|^l8bb hours. Saturday. ^ 

You realize this will cause ari iricpnvenienceifor Same soldier's With few of them 

had planned tb fly h6rne: Hpweve^ you receiyed^^^rs thait there^mll be rid exceptions, no matter 
how rfiuch incbnvertierice tire postponement Oi^er causes any dn^ soldier. When the leaves _start at ■ 
1800 hours- Satdr^ay. all sbldiers will be permitted to t^ke their full leaves as originally approved; 

Private Marilyn Daly Is now entering your office. She lives in Arizona, and has beeri giveri a 1 0-day 
leav? to return home. You are sure that Pvt. Daly is going to request an exceptidri to the order to 
postptine- leaves: r ^ V - .^ 

The statemerits listed below are excerjDts from the tape. This exercise.^will be'^^^^ 

interesting if you do not , read the statement ■for each s^^^ Until after you've heard it on the 'tape. 

Circle the cdrrect resjDOrise fp.r each sltuatiqSf.; as insitructed by the narrator. 



^tatejneht 1: Sir, it's about tfie teas/is tornorrow^ iS'h^&rB ariy way Wat I can keep/my leave 
the way it Was ongin^tly appros/ed? Ypa sBe^ sjrjfjyFjawiiy has planned a big reOnlon In 
My nohor rqi;^12VV Sunday, and if / donj leave ifi^ppjst before ldOO iorribrrow.J won:t be ] 
able to get ba^^^ - ^ r^V'. •• 

G^^tical Step 1: Listen and r«pb - ^ 

• Respbrise:>A^ -r ^' >.^:'Jv' 

'A. Sorry, but I have specific orders not jo make any exceptions. Are you sure 
there are^t ^ny flights out. later tomorrow or early Sunday to get you 
there? * * , * 

B. Thjit's tercible: I wish P could do something for you. but I just cah't'make^ ^ 
v^' . . ?»ny exceptions. _y. " ' 



'C. "Vjqtj're the fifth person in here this mdrhirig. We're all in the s^me boat, but 

we all have to be hece (or the.dUratidri of thi$. exercise, 0^' f\ 

D. I can see th^ yb'J'''® ^^^'^ ; 
ceRairily uriderstarid why you would. 6e; tet'^^^^ 
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StatemeprZ: yes s/n . - 

/ Critical Step 2^^^^ - .- -^ 

Respbnsf: . ' 

a1 What clp you expect me to do? 

i- bo you really expe c r me-to'ap pr ovB^yo ur leave and not everybdcly else's?' 

^. Well, i'm not sure, but let me get sgme rnbre information about your 
i ' problem; If you leave the post at i800 tompfrdw, \A^hy won't you be able to 
/ qet back home in tirne for the-rejiJhidn at 1200 Sunday? . -^r,}:^ 

You mean to tell me_that there are, no flights leaalD after I§d6 Saturday 
' that will get you to Phdenix by 1200 hours Sunday? 



Staiement 3: Well sir, the last fltghx to Phoenix frow P^iiBdeiphia leaves at idSO. The fast 
bus from the post maves at 1700. It takes 45 wiriate$ to gelib the airport f^^^^^^ the post 
and / don't have enough money to take a cat?- > 



^Critical Step 3: Check for Uhderstaiidiiig. 
Response: * / 



X OKJet me see if IVe got the facts straight. YqU need td be bac^ hdme^by • 
' '1200 Sunday for^ reunion that ydur family ha$:;puV together specially for 
. ydu. Last flight that will get you there. leaves here at i930.tdmdrrdw;hjg^ 
The last bus leaves the post at 1700. So if you cjdh't get dff before 1800U 
you won't have transportation tp the airport because;ydu Can't /afford a^^^^ 
cab. You want roe to make an exception fdr ydu so that you c^n get oftthe 
post by 1700 tomorrow. / - ^:^ 

B. book. I know a cab is expensive, but it seems to me irybu really want to 
get there bad ehdugh, you should come up with-the money. M:' 

C. OK, ydu've got a reunion Sunday. You don't wanFto pay for a cab and ydU 
wahtme to make an exception of the leave policy for you: Right? 

D. I und^r^tand yodr problem, but I can't make any exceptldhf • 

._ ^ ^ _ ' — ^-V-' - 
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SENSITIVITY SKItt PRACTICE 



SUt4rnent 4: Ves .s/r. and if possibTe, I'd like tq be able to catcR^an earlier fllgnt. 'Tnere 3 
one (hat leaves at. 1366 : 

CriUcal Step'V: DpehiyTtate your p^^^^^ ... ^' 

JPles)pi6ftse: ' 

A:^~lMd way, Private Daly: I'm ander orders that there will be ho exceptions. 

' - ' '■ . ' . ' ■ ■ , ■ ■ ■ - • ' * 
B. Well, Private baly j'm not going to be 
\- 1800 tornorrbw. I can't make an exception for you without allovvlng^ o^^^^ 
''^"'who have jeave the-same privilege. We all have to remg.in until cornpletipn - 
' of the exercise. But T would like to talk about some.other w^ys-^tp.get yoa 
to Phoenix in time for your reuriibh. ■ 

' . • " '_ . _. - - f 

e. J My hands are tied. They won't let me rnake any exceptions to t^^^^ \ 

[^oiicy. Youll [ust have to check around and 
''^ airport after 1800 hbUrs. Maybe t^iere are some others who'll share a cab 
with you. ' : 

D. Vm sorry. I can't make any^except^ ^ 
- --./.....ways to get you back to Phoenix^in time for your reJLxaiq^l^^:,^^,v^ : . ~^ :; : . 



Staterneht 5: / don't know how we can do triah I've chewed a^ 

noiWngleavmg later. On Sunday I c^ri-t catch a flight unW1lM.Tt&t^oh't put me home 
until 2000 hours. , , : \ - . " 

Criticai Step 5: If appropriate, indicate what action you will take and set a follow- 
up date. 

Response: 

A. Maybe you could borrow some money for a cab. 

B. Why don't you call ybUr parents. Maybe they can postpone the reunion : 
until next weekend. 

C. I'M check arbund thie post. 'Maybe I can find sorrie others who- are. going tb . 
the airpbrt and would let yoa ride with them. ^ 

D. Ybu mentioned that yoa can't afford a cab. I happen tb Rhbw bf^seyeral 
other people who are' planning to catch flights tolmbrrow. Wbutd-you'be • 
interested in getting a cab with five or six bthers? The price for five of you 

^^^^-^ in one cab would be only^a couple dollars more tjjan a^bu^^ . 



ERIC 



statement 6: /es. sir >ind ffran/c you. s/f.' ' 

Critical Step 6: Indicate that you appreciate tfie person brihgihg the situation to your attention. 
Rasponser 

A. That's QK. I want, my people to bring problems to me: _ 

B, That:s OK. Private Daly \ know this vyas a big problem for ybU and Tm glad you 
came in to talk to me about it; ^ ^ 

Cv!.:^Well,;:i-^^ ['-'H 
D^ that*s bk. Come in anytirrie. _ 



4 . 



r 
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SUMMARY 



(Use this space to take notes. 



Sensitivity is takihg ajDprojDnate action ttiat sfiows ottiers 
you uhdBTstand and care about Iheir feelings, needs, values 
and abilities. . , , 



By/ 



SSiNfuruse of sensitivity is.important for you, as a leader, 
krnbnstratirig your sensltiwity to others, you crea a 
fore open cmateXn which^the people^round you 

jhicate more freely about problems and cbhcerhs. In 
be better informed and, therefore, a better 



way, 
leader. 



you wii 



j Sensitivity requjres good^Nstening skills. Even when you 
' don't agree with a person'sJcTeas or bpihiohs, you heed to , - 
keep an open mmd by !istenir?g-tb ah^d uhder^^ 
his/her side of the situatioh.:By respecting people in thls^ _ 
r'Way, yoo will earn respect and cooperation in return. 

You can also show sensitivity by taking time to knowjhe^_ 
^people around you, Learhihep ahd remembering their^names 
and the names of their imrnediate family members shows 
you are irvterested in and cdhcerned for the[r personal 
feelings and experiences. This does not mean that you 
should becorne a cduhselDr. It only rneans showing you 
care about the things that are truly important to those 
around you. ' 

Sensitivity requires actiqn qn your part. People know you 
are sensitive to their feeiings, values, needs, and abilities, 
when you do 6r"5ay"something that demonstrates 
sensltivKy: Th^ steps^listed below can help ydU demonstrate 
.sensitivity in your interactions with others. 



SHOW THAT YOU CARE 



LEADER NEEDS TO BE SENSITIVE 



SENSITIVITY fARNS^ RESPECT 
AND CbOPfRATIfW 



KNOW THE PEOPLE AROUND YOU 



SENSITIviTY AS AN ACTION 



GRItlCAL STEPS FOR SENSiTlVITY 

^ ■ i ■ ■ 



1. 
2. 
3. 
4. 
5. 

6^ 



listen and respond With empathy. * 

for details and ^ke notes. 
Chieck for dnderstaridirig. 
Openly state your position. 
If'appropriate, ihdjcate what action you will 
take and set a follow-up date. , • 
Indicate that you appreciate the person / 
bringing the situation to ybor attention, t 
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PUSH "PROCEED" BUTTON. / 
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PiRlON AL ^ILPPMENT AeTIVltii! 




t 

■ ■ ■ ■ _ ■■ ) 



KNOWLEDGE ACQUISiTlON: You can learn t'o increase your sensi\lwj.ty iwareness. a^^ welhas 
your-ability to commu/iicate with people.. There af^bo:oRs_avallable and ^ which are 

designed to help^ou in both of these areas. Here are some ?uggestiohs: ; • 

READiNS MATERIA LS „ f 

1 Hbwjp Set Along With Almbst Evirybody. Elton J Reeves. AMAGOM, 1973. An 
easy^ading book that cbmbihes the principles of psychology, the speci^al problems 
that accompany management of people, and practical suggestions for dealing with 
. these problems. The bboR clearly demohstrates^that' it ts the mahager s.se^nsitivity to ' 
the.members of his/her organization that determines the effectivfiness of each _ 
individual and of the group as a whole;_Sect2ons dealing specifically with sensitivity 
' include- "Now YbU Are Boss." "How Well Do You Know Your People?" "How Not to 
Become a 'Heavy,'" "Jrust and eonfldence." and "The Manager: Nerve Center of 
Ihterpjersonal Relationships:" , ' - ; 

-" 2. Cbmmunicatihg for Results. Thomas E. Artastasi. Jr. Cumjriings Pubn_shln^^ 

Company Inc 1§72: This book helps students express themselves de?rly, CQncisely. 
■ - ■■ and directly The author defines communication as interactjon between sender and 
receiver and successful communication depends largely on the receiver's response 
Chapters 1; 2, 3. 8, and H~Sre particularly recommended as follow-up to the study of 
sensitivity J. . , _ 



3 Military teadership FM 22-100. Headquarters. Department of the Army, Jun^ 1973. A 
field manual" designed to provide the military leader with a basic reference for the ^ 
study of individual and group behavior. A_cohderisation of materials develope^ 
through military and civilian efforts, this manual details the latest theories on the 
relationship between human behavior and good leadership as it applies to the 
military. The foirowing chapters o|the manual tie in especially well with sensitivity: 
"Values & Attitudes," "HumroTNeeds." "Motivation." "Stress.'; "Counseling, ' 
"Commuriications." and "Race Relations." - 

4 ■ Leadership Counseling FM 22-101, headquarters,' Depmment of the Ar^^^^^^^ 

1974 A foltaw-ap to FM 22-100. this manual explains the importance of counseling in 
effective leadership Three different counseling approaches are discussed, and tips ^ 
on basic counseling skills ^nd procedures are given. Chapter 15 provides a check ist 
' which can be aspd in conjunction with the Critical Steps for Sensitivity when dealing 
with peers or subordinates. ' : ' . ' : , 

■ ■ - ■ ■ ;■. ■' /■ 

. . • . ■ • ' • ■ ° ■ ■ • ■' 

COLLEGE COURSES . 



Many undergraduate courses currently available will Help develop your sensitivib;^ skHls 
Sinc-eth^ cburse titles will vary from school to;schooi, consult ah; advisor or your school 
-catalog for specific titles. Business ^ourses. such as.PrihcipieS bf Management^ _ 
Management Gbmmunication. and Administration and.-Human ^B'^^'^l^^^^^^^^^ 
thekihdS bf cburses to look for: The school's Psychbrbgy Department will off er a variety 
of coJ^ses in behavior and counseling. In the Department of Flr^e Arts, look for courses 
offering communications Skills. ■ ^ | • ■ - 




•ii, POSitiVE RQtE MbbEbS: tdpKf for officers/instructbrs who are J^rrsitive in dealing with 
- others; Observe their actions carefuHy and try to evaluate them. Officers shbuld set a good 
- ' example by-beirig in good' physical conditibh. having a good appearance, and being tough, but 
/ fair ifedealing with others. - ' ^ : : j 



til SKILL PRACTipE: There are many activities, both 013 and off campus, wmch. offer you the 

oppbrtumiy tb develop your slccilHh being sensUive to others. For example: f 
* /' '. ' ' . . . . . - - ' 

• * • Join a "helping" organization, such as the Red Cross or volunteer fire department. 

• Becdrrie a residence hall counselor, "Big Sister" or "Big Brother," 

■ ■ " " , 

• Participate in a feam sport. 

Sensitivity rrrust be acqtiired: Although the examples ybu saw in the prbgrarri were mostly 
military situatloris. you will find, iristances nearly every day which calj for ybu to_be sensitive in 
I dealing with others; The next tirrie this happens tb ybii, cbhscibUsly fbllbw the Critical Steps 
for Sensitivity: / - ^ 



If possible, ask a friend to give you feedback bn the exchange. YpU'll probably find that the 
more yda us^^these steps, the easier it will be fbr ybU tb be sehsltive in handling all isituatlons^ 
At Hrst, you'll have to lobk fbr bppbrtuhities-tb pi^actice. Look for'everyday situations like these 

. • A friend is having trdUble finding a job. He thinks he m^si be doirig s^^ ' 
wrong when he applies, because he has good qualifications and excellent References. 
,: He asks ybUr advice. , . 

• YbUr younger sistec^earfuMy call^s to tell you s^ ddesn't want td go td collegef. Your 
parents are upset aird have threatened to "tlprovw her but." She wants ybur help. 

• '. - . ' ., , ■ . . ' . 

• You notice any friend, relative, or acquaintance is having a prbblem and want td 
help. Approach the persdn, tell hirh/her ybuVe hbticed the prbblerh. and offer td 
help: Sdrne people rnay say no. but rnost will appreciate the offer and ydu can then 
proceed with the Critical Steps. 

(fhit ipciidh ein be cul but and iMmlhBfbd id thai you can 
crniiy inm ii9pM wUtt you.) 



eRITieAt STEPS FOR SENSITIVITY 



1. Listen and respond With empathy. 

2. Ask for details and take notes. 

3. Check for understanding. ' 

4. ' Openly state your position. 

5. If appropHale^jndleate^wha| action you 
wilt taice and seta foliow-up date. 

6. Indicate that you appreciate the person 
brihging the situation to your attenfion. 
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SCRIPT FOR THE 



LEADERSHIP DIMENSION IMPROVEMENT MODULE- 

- '. ° 1NFLUEN9E . ■ 



.1' 
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if ■■: 




•. FOCUS 

'•■ - r.' - 11 — - 


. / ; ." 


' .. \ 
* 




• ^^^^^ 


' .. .\' ' • ■ '• ' 











j 



Dirtiension l,mpy.ov^^ 

This module was^develb/^ for the U. S. 
Army as paH. df the LeadersW^ Assessment 
Progriim &AP).^ I t^is designed. to Helg. 
: cadet s/of%icercand^^ develop skin Is 

i n d i S|n s iorfs t Wat were assessed .a s . 
"needijpg^. improvement." -yqd have, hot 
be^n^lliessed through the bAP,;^ it Js ^ 
recOT}fi|nd^d you be 'ass 
proceeding with this mpdlile. ; 



Narrator holding workbook. 



Audio 



MUSIC, 



MUSIC, 



Th is modul e. cb^^l'l the, - 
leadership dirn^hsibn; r f 

' thflofenee. This; mpduT^ / 
will strenthen your 
abil ity tp j'nf laehee ..the 
actjons^'and decisions of 
subordinate's,' peers, arid 

-superiors. 



E lose- up of Workbook-. 
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Before proceeding,' j read 
the first two pages of * 
the workbook that.'is r 
■prpvided with this 
module. When you have 
finished reading* push 
the ''^rbceed" button and 
tfre- 'l^a^e >^i.1I^T cdhtinu^;.- 



(Stop Tape) 
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Key Points for Jhfluente 



Inf Idence Requires. Power 
-Influence Cm Be Dfiyelbped| 



















i ' ■■ - ' ' 

! • ' Ifif luejice Requfr-es 


1 















Mm 



Now that ybii understand 
what we mean by the word 
"Influence," let's- " 
discuss the key- Doints 
th i s d imens ipn : I hf 1 u^nce 
requires power; and v 
Influence can be . 
developed. . 



Let's begin'^v^^Kth ^; 
" I nf 1 uence requ Tres-- 
pbwer." To 

:ihf 1 uent i al others 'TfJust' 
jsee'ydu a's having the ' ^ 
/'pbWer tpi^rward or ^ 

punish their, self \ 
:,vhter|s1f5> This,; need 
'rtol:, be :takeir;vi f^^^: 

negative sense:^-\ ■ ' 







1 Person v^tVa sevet-al 


people . i 


. V pOl'^hg. a heavy object. 




^ J : "(Cartoon) 'i^-'"^ 

I- - - — - ■ ■ Vit^:-: - .. 




— 1 • ^ya: 7-7- 




Father antf Sori; 


■ » . 


(Cartpori) , ' \ 








T.-^' . - v ■ . * * ^■■ 

■ :■ ■ ' . . . ■ -V , • 


-■ . . 1 v« 



Fat he? ^hd Son, 
. (Ear toon) 
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7 Being influential dbe^- 
hot mean that ypu hiustl- 
have the power to ^ .'T 
physically buhish y-; 
somejo,he. ' S 



* ■ - — - 
Td be^ihf laential,r#bu 
must be^ able to ^sHow .: 
^ . others that it -wil^ , 
Lit- .to theP; advantage t& 
perrorni. .iome task ^forv 
you. - ^ . - ' 



By doling. so; •• the5f:^wi'^l 
ei ther fulf i 1 1 a ^need ; 
or avoid punishm9ht. ' - 
Althbu^h'' Influence" may 
sound like another way 
to say /'Mariipul aitJon^ " 
' i^e mtJ st ex am i n e 4st i n t h e 
'content of two separate 
sources of authdrit-y to 
really unber stand .its 
dynami.es.. 
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l^ds.ftion Authority 

.>(picture- of presidential seal) 



.1 '■ 



J: 



' . POSITION AU^ORITY ^ 
TO - GRANTED NOT LEARNED 

-i . J ■ — - . 



The first source is 
posit ion aythge;ity. 
This symbol 
presidentia-Kse^l ._ 
ihdicates^pw^r. The 
Pres-ident of the_Uhited_ 
States ii ah ihf luential 
figure thrpughbu,t_the 
wK^ri^cU^ In the mi 1 i tany, 
the Presideht^is the 
Gommarider- in-Cfi ief • 
M.ost mi Titary "personnel 

;are -influerieey* by 
dec i s i on s and . d tree t'>vef 
that'conie from the ' . .* 

4President*^s offTce. . A ' 
person such §s the . j^* 
Pres identic an influence . 
subordinates by 
exercising authority 
that is clearly defined 
. by the posi-tion. 



Thi'S use of'' ihf Tuen' 




.through :pos 1 1 ion ■ author- 
ity IS granted ^: i^ndt ; .. 
learned. : : - 



J_ 



Pdsitidh Authd^rity or Persbhal Authority 



In this^mddule we wi 11 
ndt spend ffiUch time • 
Itipkihg at position 
authority. It is _ 
important, however ^ for:,, 
you to know when to use' 
the author ity _of your 
position.^ Let* s look at 
two situations inVwhjch 
officers use position 
.aiithority to influence 
0 1 h e r s^^ T h e f i r s t i s a 
legitimate exBTCise of ' 
position authoKJty. 
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Wide shot of f iring range. Several . 
soldiers lying on ground, weapons — 
aimed at targets . . . 100 yards off. 



BACKGROUND^SOUNO-^RAPID 
FIRING. - 

Tower : 

Ceas£ Fire. 
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Tower in background - firing raiige in 
foreground - instructions cbrni rig from 
tower. 



: Tower : 



Clear your weapons. 
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Soid^ifr in the middle of-the^firirig 
fine m^ing from prone position. 



BAeKGROUNB S9UND_-. 

EAPONS ST I tb BEING 
CLEARED. 



IS . 



LieUteriarit 'in-foreground arid shot of 



* - sblider. staridirig in background; 



L ieutenaat : 

Set ddwn^ Private . • 
Jbrgerisdril - . 



16 ; Lieutenant standing over dff.endirig' . ^ 
..•T ^ soldier. ^ ^ . ''] 



.^7 : 
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i Shot 6f Classroomv students 1 isteriing 



attlnti\/ely ?to instruetor^;^ All iri 
; military fatigues . .'ii/ . v*' 



Same c 1 assr odm scenes j I n§ true tor 
poiri^^tirig to- diagram on'^blackbbard. 



; ^ ■ L ieiiteriant : 

You. dori ' t- -stani,u 
^this range urit.il vbU' re 
told to ,'^0 SO- f rom . the : 

tOwerV ■ ■ P. y^r: : . 

The seeorid situation is a 
typical- classroom |'cene..- 
This is ah .example*-af: .in- 
appropriate use pf 
position ^authority, 

• ' 1; Instraetor : . 

Now, this particular , 
maneuver is crucial when 
entering an area that i-S 
riot known to be occupied 
by eriemy 'forces. 



Same classroom scene. One student 
appearing to ask a questidri of the 
instructor. \ 



■ Student : • 

Siry I have a qUes" 
tion ... 



EKLC 



_ siern, annoyea* 




! to^d^you to ho1T3l^_ 
-"^qaesti^ns unti 1 the ;end 
of class/ . 

I :A . . 

The f/1rst example was? an 
effective use of 
position authority- 



Wide shot of firing, range. Several 
soldiers lying on grburid^_weaporis 
aimed at targets . • .100 yards off 

(Repeat) 



Oh' a f iririg rariggj 
discipline 5nd dbe^Jierite 
areabsplutely essen- 
tial; the liveS:^qf all 
the soldiers dh that 
range are at stake. 
" 'Artybrie violating a^rule 
can endanger. the 1 ives 
of many, including 
him/herself. 



•Soldier inj:he middle of the firing 
' ' Ifne rising from prone position. 
: ;> \ >: - ^ _ (.Repeat) 



Wheri the sbldie'r stood 
up before the order tD 
stand was- given,:' he was 
running the risk, of 
being injured or even 
killed w§ lie somfone 
c 1 e,ared thei r weapon, .v 
In- ordering rth^q spld j^er 
;to get down an^ ng^l moye 
■ unti 1 instrcuqted, ':^thi:V^^ 
off 1 c er i n t hi s ex amp te-^ .: 
was tak ing appropri ate?, 
act ion. in a pdtent i al I7' 
dan perdu ssitu at r^- rr::- 



Instructor Idbkihg stern, ahribyed. 

• (Repeat^; 



\p the secdrid situatidh, 
the iristructbr used 
pbsitibh authbrity ' 
/inappropriately wheri he 
said, "I tbld ybu' to 
hold all questibris.". He 
made the student feel 
foolish and prpbably^j 
reduced the chance bf 
that studer^t or others / 
asking questions in the 
jfuture^ Since asking 
questions is' ah 





■Jr' 

Ti,' ■ • . * • * ■ • . 


s ■ 

• ' ■ • * ' 








25 


' — : ^ 

eombat situation, 
(Cartdonr . ^ / 


■ . 1 


\ . ■- 
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PersphaT Atithbrity 

• . " - \ . 't 




.' • ■ i 




—1 
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NCO surrdunded by Captain§C;and tieu^^ 
tenants; in the fpregroundvare two J^: 
p r i V a t es i : p n^ : i n g to :t h e o t he^'-;' ' ■ - - 
"When^fetiiy w^Rx'to^k^ really^ 
s gbinq on hlr^* they go to., Sergeant ^ 



(Car 
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inipbrtant part of any 
learning .process i the- 
i/iHrUctbr * s .response 
prbbab 1 y wi 1 j i nti'tb'i t 
students' future * 
learning in this 
classroom. This 
j n struct or wou 1 d h a ve — 
been more e^'^'eetive if^ 
he'had explained :at the 
start of the; class; why 
he wanted: no' interr.ap- 
tions. 



Use of position 
author i ty to i lif 1 uence ^ 
others is appfqpr jate ' . 
wheii there is hb time 
for explanations, or .-. 
.when ybti don't want 

• STubbrdinates to thiJiKv . 

•V f or t HeSLleJ , ' ' ■ 

There are timesi 
howeveri ^wheh ybU do not 
have pbiitibh authbr i ty ' 
over the other person, 
or^ when independent 
action and personal 
cotnmitrnent_ are important 
to the completion of a 
task. At these times; 
personal aut hority is a 
mp r e- ap f3 r 0 p r i a t e s 6 u r c e 
of influence. 

, \: 

You are seeing an , . 
ex amp1$^;bf personal^ 
autkbrit^i/v^^^^ 
' seet ybii don't need a . 
l^^gH rank or .irTipi"ess.iV:e 
t^ltle t p^ b e . inf lu^n^*^" ^J-: 
.tiaV. 'Because of Ms j ' 
years of/ experience and 
wealth b.f knbwTedge. in a 
specialized field, the 
sergeant in this p^icture ^ 
■ is influencing .the . . 
behavipr of /off icers. 
Thesfe officers hold his * 
ideas in high regard... 
the sergeant has ^ ; . 
"persprjal ;$u5tie)Mty- 'a 
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Personal Authority 



You ea»*n p.er-sohaT - 
authority fr^oni yourp: 

: peerSi su^ordihat^S.^ arid 
superiors. It is based 

. bh your 



29 ^ 



"*Ref5utation 



reputation; 



. 30 I • technic a1 Competency :v 



tec h n i ca T. c ornp e t enc y , : 



31 



Resources 



32 ' • / Reputatibri 



IF 



and the resources "you ' 
havei: tb-;Q^fBr.. - 

Let -4$ 1 00^ at these " ' " 
corjipbnents of personal - 
.auiliority . . v. First, 

, ; 'a , _ ' ' - _ _ ^ 

. R^put at ibn . . What p^cipl e . 
^ h a V e ■ h g an d ^|ib out 
iel i^ve tO; Be trug.; • ; v^^; 
"cJeternj|ne5^^ to a' large^ 
de^reev hHw mubh.^qu \v • :v 
will be-^bTfv^^ 
i rif 1 Ufih5^> tVi^t^t: .i^^ 
enc bursters aHef^nib* 
, impbttafjtV \ 




:j:%;iGroup of vsolid^i^i with staff ^ergeantV^ 
:v^{>t'p^inting to a modern tal3^c>^^ One sbTdi'er 
33 : saying^, "I .understand he kno^w^^ 

about this baby than anyonfia in thi;s 
divisiOTy"^ (Cartoon) 



34 



TeQhhical Competehcy 



H '•your . reput at i dn is : 
gabdv yoti wi 1/1 be' * 1 
influential in yo u^ 
early encptintSrs wiih'""' 
others. If not, others 
rnay^resist your attefiipts 
to inf luence':-them. 

Technical _Comp§|;etic^ 
When you are knowledge^ 
^ble or skilled in ar . 
part icul&f area and it 
cofTies acres s^tjo others, 
;:v,.ydu can be ;Tt)f luent i'al^ 
C A person who^^denr«5ri- . 
-strates skills^thorough- 
ly ihd eff ecHvely to^:.^^^ 
/ bthens wi l:t';bj5; more 
influential' iii those 
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Sketch of Albert Einitfein/ 

— . - • [ • . . • .'/ 



1 
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dff icer spealcing to peer — saying^ 
, ' "I can*^t^ give lyoo ari answer , 
- on that - I will, cheek with the 

commander, and get baqfc to you. 



37 : 



38 



' Banker surrounded, by moneybags, 
\ ■ '(Eartbbn) , : - . , , 






(Cartoon) 








<» • ■ ' 




* 




Resdurqes. ' 









• Influence can be deveMied 
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For instance; a lecture 
on nuclear physics by 
Albert Einste.in-woyl'j • 
have been well attended . 
and respected. . WHfle a 
se/Jiihar'^ by the ^me inah • 
bri "Proper Gropming far . 
Pub 1 i c F i g U r es " : »^ i g h t . 6 e 
1 aughable. ; . ;/..:; 



"Yba can also influence 
others when you have 
access to information::., 
the^ mayineed^: By being. 

^ able ,t6"*;provicle answers 
0 r- ap p r op r t a t i , _ 
as'sistajTce, yoti wi 1 1 b^;.^; 
in a p.osition to 

' influence the .behavior 
and^. decisions- of KD-thers. 

A' p e r S 0 n ' s 1 n f >l] eh can 
aTso 'be increased .when 
t h a t p e r s on ' c o,n trp Is, 
limited resDi/^cesT; 

A wealthy person car? 
luence .bth to : 



f bni>«: his; or her lead 
simply by buying or 
paying for their 
services •or ■ ' , 
support.' ' 'When a p^erson 
ebntrbls bther types of ; 
resources such as : 
t r n ^ f ' f bod i " wonk er s , ■ 
pr Jtr.a^^ 

hi/she^can ihfiuehc^e 
those who need th;eSu^ 
resources. 

Your ability tb • 
-influence and your ^ 
authority as an, indivi- 
dual can b^TdeveT'Oped".^ ; 
You. alr-eady have posi- ' 
t'^ion and perisona]:;: !. ' 
authority. Your^ibrl ity 
to inf luertc.e^o^hers 
. depends on^ how you 
exercise t.l^ese two types^ 
of authority. The 
effectiveness of your • 
approach dejiends on hpw 
well you develop tfre/'^' 
• foil owing ^skjlj s ' •> • ' 
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2. 



Def ihlhg yblir PurpossB or Goat;: . 
Use -of Key Interpe»rsona1; ^ki11s: 

i ""Maintain or erihance self-esteem. 



•%tisteri and respond with empathy. 
• Solicit idea ■ 



1. 
2. 



Defining ybUr- par* 
pose or goal . 

Use of /Key Inters 
personal sf:i1T:s: ^ 

Maintain or '_ 
: • enhance self- 
■ ; esteem. . 
tisten and 
. respond 

-with embathy;. 
• V Sol ifeit : ideas', 



Bui fpin J. these sk 1 1 1 s- 
can |ie1p\y6u be _ 
- i n f 1 u ^ t i a 1 i n fn o s t 
situations. '''^f-.- 
Let's look tt each of 
thes'e ski 1 Is more 
Vosely. ■ 



i 



45 . 1. - bsfi^^^ Purpose or Soal. 
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Hov^^Wttkly. . .? 
How Many . . ..? 
How Long . ^1 
Minimgjn Requirements 
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i - - - -■ - ■ ZrM" > 

"-Confidence Gains Support; ^; 



Until you -are .$Ufe, about 
wh at y p u V r e : t r^ i n g to ' 
get 'dtH^rs/'ta-aGComj' " 
pi ishi ydu^wi 1 1 riot be 
able to guide them. You 

'must -be -able to ■state 
your goal ~in;verif*iabT^ ^ 

: or measiirable tg'if^his. ''-.^v' 



How quickly ' (|pes, the; 
ta'Sk need, tj^f^ done? 
. How many people are _ _ 
needeid? I^pw'long will 

mlnimUm^^ or 
statj^irds of performance 
fp,?'t^ Vou need 

t'O*' know wttat /ybu want . 
others to JdB .'before yb'u'^ 
ran get .them^to do. it- 
Having a clea^ide^ of 
ttie minimum requirements 
will also help you 
negotiate and ^ '-^ ^ 
Cpmprdmise, when 
necessary. 



- to get the support of 
others. When you are 
^' clear about what others 
' need to accompl ish, you 
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will be seeri^as 
confident. It wit> then^ 
be easier for_yod to 
gain the support -b'^'- 
others, ' 



48 



^-r^^X ::^NCO jE-7) talking, to sergeant (E-6.) 

' Pl^tSon.serg^^ "Sergeant Ry&rs 







2. Use of- Key Interpersonal. Skills: ' 


• Maintain 


or enhance seif-^esteem. 


• Listen and respond with empathy vf; 


Solicit 


ideas* . . 

' .-- ■■ J 


'■^'-'^ . w- ■ ^^^^ — ^ — — - k 


^- Maintain 


-^f i^ihanc self-'^teem. j 




/ 




7 i ^ 



,1 really appreciate what you did| Yqur_ ^ 
experierice ^rid knowledge are very helpful 
around he^e." ^ Soldier^ th.inking, "Man, i . 
that's nice td'Hear." ; 



SkiJ IfuT'use 'bf^ii^e _ 
key ' i nterj)ersdnl-1 sk i'l 1 s 
wi 1 1 help you devel d^!^ 
influence. r b r^- " •■ 



Self-estegm. is be! ief^.o>^- 
pride in Btleself^ s'elf'-^ 
respect, and :se]f- i^niaae^ 



This squad leader's 
self-esteem was enhanced 
by the platoon sergeant. 



r 



(Cartoon) 



51 Officer berating>soTdier^ 

•u. ;•■ ■' '?:':? » {Cartoon) - ^ 



r.t§:er praising soldier and asking for 
(Cartoon),/; • 
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t; ■ ■ ^ _ : __ _. 

However, a perso.n who is . 
embarras'sed or put down 
by another ■ suffers a ' . 
lower irig bf self-estee^n.- 
When a' person^s self- 
esteem is lowered by a 
. credfble person, such as 
ah immediate superior, 
he^br she becomes , 
defehsiye. Any 'subse- 
quent discussions wilV 
probably be .Unproductive, 



A superior cari enr\^nce^ 
'the self-esteem dfj 
su^brdi hates by .treat ihq 
them with, respect and ;■ 
consideratibh. Asubor- V 
dinate will more likely 
be 'open and cobperative^ 
and .any discussion will 
be more productive. 



53- ! 



Listen and respond ii/ith empathy. 



EWrybhe heeds ;td be 
heard. Listehihg with 
empathy is the skill of 
uriderstariding what a 
persbhis saying' and 
Identifyirig his/her ' 
^" lings at the time.' 



54 



Person with d'frerf lowing desk, sa^fing^, 
"Seems can' t' get anything done^ 
late?y;i" Officer, nearby Tesponds, : 
"I knoWi 1t .can be frustrating when 
yog work so hard and don' t seem to 
get anywhere." . 



<9 



^artben j 
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Same- sett ing\ as above' with 8nly persbff 
at the overflowing Vcleski thinking^ 
"It's nice to know that she knows wfiat j 
^ gbi:ng -thrbligh." (eartpon) v 




Responding with, empathy • 
is the skill of showing : 
the other person that you 
jo understand ^ 
feel ings at the • 
Ifivthis scene, the 
^hows she under- 
the sojdjer^l 
f^ation at being ,c?n- 
ab 1 e . t|'^^ keep -up w i t h t h e 
wo rk Vo ad i _ S h e 1- t^t^n s 
tci the comp.laints-jan/j is 
, ^unders t a?Tdi n g .ot^h| s- , . 
feelings. . *«fc^ 

this will operv c1ianhe4^'^^ 
df cprtmiumcation . an he Id 
create 'ati -atTnofphere of . ■ 
mutu a 1 prbbl em*-so 1 V i ng 
'Wherf^b^ t ake the 't ime to 
listed anb respond with 
erhp;athyi ybu show .the «' 
others 1>hat>.t)^ey are 
\mp octant and that ^ vbu 
V a 1 Lie thei r v i ewpb i nt\' * • - ^ 
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SoUcit Ideas 



m 



57 k ; SablEIT. IDEAS — ^ 

58 Subordinate Eorrinitment 

59 ' Ask for Hel])'' ^ 

60 . '"Solve Problems - 

61 . Uncover Facts 
62: r Make Better Decisions 



\ 
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7S 



le vyaht tb be in- 
volved in decisions _ 
which affect them, 
feel more impbrtant when 
they are asked tohelp * 
sblve problems.; They- . 
are more committed to 
actions when they have 
helped^majce the deci- 
sions ^ You can have a 
direct impact bn . . . 



suoordinates^ commit- 
ment by asking for their 
help. By doing so, you 
ensure productive djscus^ 
sions and progress toward 
sol ving problems . You 
will unoover facts* which 



^ ]^were bverloqked.^^and yo5 

will .be able .to make 
Jbetter dgclsjons ;: B y^ 
in V 0 1 V i n g ^ub or.d J'n^ e s , : 
ydU gairL-Vespect and 
cooperation, while ' ' 
stfiTl keeping ^contro 1 ; 

.Let 's look at two % 

. expples of a situation 
. ' i h ^.wh.ich the ski 11 > 

sblicit ideas - can be 
^ "^used. . : - - 



Wide shot of outdoor scene with lieu- ^ 
63' tenant kneeling and pointihg/td chart on 
grpund^i Pour NESs kneeling beside him,* 
" li'stening.to his ihstructrit)hs. ' 



A 'second ^lieutenant is 
l^r.ief ihg his scfUad. 
I^ders ohLaj'fiild 
pnob 1 em. Th i s 1 i eut e-^ 
haht *s:,p^l^tobn is abdjut, 
to g§ out oTra. night \ 
P a t r g 1 ^ • ; J he -patrol i ^ . ^ 
to s^art ^ ' 



^^5ru<ot - be^macfe,: feef tjie 

|;^^riig:nn 
' v5ipi^v;l#ii^v'pat^^^ fchi>*; 
. ^^!t1;Sl0^^''^tboLn 

1 teU'^i^:';p'; 

to pr&5iMsKa^;t^&r^oa 

■ furthet: mit!tK^^' ^ 



64 



Same scene - medium wi^de on 2-3 shoW> 





; Lie.uteaant^' : 

Ok . . .that^s the ' 
situat ion. Mow we' ye- 

' got to do' this thing 
right. This is what ,has 
to be dbhe dver^i thj_ne>ft 
three Jeturs. .|ac?fi*bf ^ 
ygu^ will take ypur 
squVds oh a recbnriais- 
sahce- : Gheqk your . 

'.weapons^. Ahd_ mak-e ssuijp ^ 
these soldiers have-, 
proper equipmeht' ^bt 
clothing . . . 



(dialogue fades 
thi^ point) 



at 



EKLC 



65 



Group shot. 



Lieutenant : . ^ ;•; 

Now . .. . I dori/ t want 
ariy screw-ups like, last 
time. Okayl I That , 
cpyers everything, • Mov^^ 
but: 



! Single shot of bhe of the.NGQs, 



Sir, can I a'sk a 
question? : ~ 



67 Single shot'/pyerVthe shoulder from 'the 
^ se^rgeant to itHe 1 ieutenant . 



Lieutenant^ 



No.^you canH^ask me a 
quest ion: There* s no 
time for discussion 

here I We have on i y 

. - - - - - - 

'three hours - move out! 



• -if.- 



' .Two shot qy^r shoulder fr^m the 1 ieutenarit 
to the sergeant. / " 

Shows NCd standing up, ■getting' ready to 
68 move* out . Thinking, Ok, , liegtenant, if 
that ' s tKe way you w^ it^w^ Won't 
. feed the jmen 'then]". - ; * ; 



Sergeant : 

CMumbling j. :0.k^^;,. 
lieutenant ^ ; if .that's 
^the way you waat it , we 
won' t f eld the ymeri then! 



69 '\ Ndw the same situatibh, handled ■ ^''^ 
; * differently. , 



Nbw_"SSe same situation, 
handled differently* 



7D • -Samp butdobr^^-^ h e . same lieutenant. 



_7-. 



BE 



L ieutenant i_ ■ - 
0k . . that ' s 
everything I can thir 
of r ^:^jyth^ng I forgSt 
or anyrquest ions? 
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'71 i'^:-Sihg1e shot of one NCO, 



^ ^ Sergeant :: • 

; it. sounds pretty. 
;iif6r-ough tij me, agd I , : 
^ think we can do this P.^e 
^ right- JUit one thiriq; 
M don't believe you set • 
.asideany time for us to 
feed, the men 



^72 - 0ver..t*§^ shoulder of the serge^-1r on 
the 1 ilutenant. 



;i» 



■'• \ lieutenant : 

Good point, (Laughing) 
In .trying to^j5e 

thbro'ugh, j forgot a 

basic heed,^ '^food. That 
jj^ld cause us troubl e • 
:once we got but oh 
■patrol; OK, With all 
we have to do, -any ideas 
on how we can work in _ 
the meal . • • and when? 



73 ' . Per sdHa 1 ^ftu thor i ty 
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^Single shot /over the shoul'dfer from the 
'sergeant to .th^.|lieutenant;;^ v v; . . 
♦ ' * (Repeat)- 



75 Group shot wi th: 1 ieUtehant speaking, 
i (RejDeat) 



Th i s s it uat i on c a1 l ed. . : 
for the_'use of personal ^ 
authority^ wfrith was 
gained through the ^ 
proper use^of the skill,: 
•■SdVicit ideas. 

-f h; the first exarfitSlev: 
^the J/ieutenant used 
.'PC?s''lti<)n .authority and 

f ii :^d >td\ccm^ider, his . 

NCQsV, ideas. The* 
' ::;if f ^ ifi iH^^ leader is the. 
■'bh^^'who calls pn the 

e^xpePiehce of his NCOs. ^ 

In the. second* si tuatiqni 
the Ti;eute_haht w^asv^open 
tfe ideas ql^stibhs 
ahjj, as alresLJlti was 
able to use^the experi- . 
enc^ Qf the NCQ§^ . / 
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76, I . "Critical .Steps for. InfToene^^ 



Let!? Ibok now, at a set 
of steps that can be 
use;(^, 'when at t emfi t i ng to 
i*nf1uence the deci^ipns 



f: 



Critical Steps fb^ :Inf lueflce: ' ; 

TV Describe What needs to accb ished 
or changed. 

2. Indicate the importahee of: : ^qeo^T^plish- 
: rnent-or.ehande. ' '■ 



77 
78 

79 



8& . : 3; Biscbssjdeas: ' ' _ 2 _ 

81 ' 4; Agree Qh. sp.e^^^^ to be taken 

; - . ^^^jeach ofv you and set a fo1low-up 

: ^-'.t^-^ _____ ; :. ' ■ 

.,82- ^S; Express confidence* 



83 / Critical 5tep 1: Describes xwhat needs 
to be accomplished or changed. ./ 



■I 
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bist^-^ Specif ie standards arid dea^ ihes 



85 




Ex:^i^e 'Of beMyior anS p^l^ni^^^ \ j 

changes to ^e^ aQApmpl i shedTi i^^;- ■ :> \ 



■ .V, 



■ ■■ . ■ e'Si ' 
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':idr^ actio 
these steps": will help /' 
you get others to V;" 
accomplish specific T ' 
tasks; or change per- 
formance or/be.havibrl 
They can^bejus^d with 

^ subordinates, , peers,;, or 
superiors. 



Jhe^GHtical Steps for 
inf lUerice are: 



1.^ 
2. 



3 : / 




Deseribe what needs 
to be accomplished ; 
or— ehang^edi r ^ 
Indicate :t he 
Impoptance of 
a'ecomp;! i s^hment or 

■^ijfscti^s^^deas^ 
Agr'? t^o?^ 7s!pec j>fi c 
actTon^^to bf ta^^ 
rby^^adh of ^yoU(^ and; 
set el f ol low- UP 
,,:ri.atevr^j,:':;;^ 
'Express Gonf idence* 



Describe what needs 
l^e^srccomp or . 

V changed.-^ . It is 
important trfat ,.you 
describe the task in 
specific term$,^ The 
' blearer you are> tife 
easier it. wi 11 '"be for 
others ^d" perform the • 
taskJ - ' ' • - - 

If specific deadlines 
€ine / inv£>lved, set dates 

,r .^nd t'im|ts. instate , . 

' standards- bf performance 
required in measurable 

•■;or verifiabVe terms. 

... ^ . 

* '»"'..'. 
^ flearly state>what, hoW; • 
^^J^d^ ange i s to . 

" OQQt/r. This, is^ par;ti- ' 
cuTarly truB'wheh ytiu V 
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Critrictl:^Step 2: Indicate tH^ importance 
of afccompl fshment or* change. 
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•Expi aVn fl^enef its' . as Well as Negatives. 



are. asking another ? 
pefsbii to c|iange ; 
behavior or work - 
habits-. . a subordi^^^^^ 
ate has beep. cdTO'niii'ir^- : 
late^ indicate that you 
have per^bnally observed 
iti Tfcieh indicate. --how 
:rnariy times- he/she has^ 
been late. Rely on 
observation, rather than 
hearsay, when trying to. 
change a subordinate' s *- 
unacceptable behaviour. 

Indicate the i^mjportance 
of accomplishment or I 

; changis.. A perspn wi 1 1 
be more, wi l l ing; to 
change behavior^or 

■ perf orrrf : a^ t ai^^'^heri theiy 
understartH^wTiyrS 

eieaVTy explain ;th§ ^ 
l)erief its and the. , 
^hegativis of the:worl<- to 
be pet^drmedi' Explain 
what the person will 
gain by doing what 
you've asked. 



'88 
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j eiearly indicate what .action you will take. ; 
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^At tirjies, it ma|| be . ^ 
necessary to u$jf threats- 
^ .of force or punishment 
to get a per^da to 



Critical Step 3: f Discuss ideas, 



ompTy^wi th your 
'^qbests^. ! If . so,/ 
G^learly indicate what' 
^actions, you are prepared 
to .take. ; . V 

Discuss ideas. .When _ 
problem- sol ving, talk; 
about , the causes ;of.Jr% 
"problem. , lJntjl\^u ''are. 
cl^ar^. about, wha^ / ,r 
. xaOsihg the^problemV: it!:' 
is difficult: to' come;Vuq'^ 
V1 1 h so^t^ Dn| t_'J t : i s - 
alSQ Vmportarnt tp^ask; ^v'.} 
■for ttje otter per'son^s^-'^ 
ideas. 
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FeniaTe off icer asking for. ideas'. 

(Gartbori) 



bon^;t. force your di dees on 
pedftle, A person- will 
be .rniire committedvto 
sdtviiirg^ a pfdblem-'if you 
use his or her idea"! I"^ 
you .can ' t use the^ v^ea ^ 

V as itiSf try to use a" 

^ irlodified v^rsvbh./' 
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Critic 
action 



^1 Step 4: ' Agree, on specific 

to-be taken, by each of you and 
follow-up datB^ ' • 



Agree on: specif ic aetl-o, 
to be taken by each o 
you and set a fdllow-uo 
date. You will do this 
'af ter yo(j* ve discussed 
all ;the causes, ideas, 
an d p 0 s s i b 1 e^; so Tu t i o n ^ . 
Unjess you areclear 
abou^^' What act ion w|1 1 
be taken arvi^y whom,^ j 
you can^t begin to so|lV 
the prob 1 em, : Agree oi^ 
: d e a d 1 i n e s , a n d . s e t ^ a _ . 
fpTlbw-up date so that 
everyone i n v o 1. v e d c an 
check progress,! By 
setting a fDlibw*-up , 
datei, you are telling 
the other person -this • 
job is really irtipbrtant 
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Expres s cbhf i dent e . ^ ■ 
0nce you haV-e .agreed^rv 
specific actibhs, s^>ux 
the'' other persbh^you" 
beMfeve in them._ This 
,is- true when dealing 
with peers i subbr^- - 
dinates, or "^sup^r^bf-Sv 
You can „dp . this simply , 
by sayihg,.;,"! :slire v 
that what^we^*ve_ agreed 
to here: y^ill help us 
sO'lve tfte problem.'V or,- 
■"^Lr know your plan w•i;fIl^ 
help getA.the^job 



, are 'how going to ^ 
1 tsten in 0n_ a- 
.conversation between* a j 
newly-cammissioned^^^^^^ ; 
second 1 ieutenant|^tbm 
Haysohi 
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_95! 



C16se-ap bf*'i:t. Rea|.le . 



le r i 1 1 ca] Step s- fori of 1 u^nc e 
Graph i c Inttr a li^St eps:. ) 



arid . a^f iVst .1 i eutenant 
trairiirig officer* iBilV- 

^ — ie^ ' 



You win see Lt. Hays&n 
use these. steps in trying 
to influence Lt. ReayTe. 



96 j ' Close-up .of workbook open to page" 3. 



-'A 



iy ^i eiose-ap- of < haridwrifteri notes. 



5* B ef b i-e^^l i 5 1 e n xjig^ b t h/i s . 
^V?^tuationV o^en^ A^our . 

wQifeiook to page. 3, Ybu v:^ 
^ , will .notice; that ; the 
steps we Rav^ jusiu^ \' 
r^v^i^wed are, listed, oh- 
pag&s 3/and^4: 
some notes ori th^^e 
page's whenever y^u;^fiear^ / 
"1 the Tieuitenant jibing the^^ 
. u :Cri.tica^ ' V . 



98 !:^- Close- up of "Samp\e'V phrases. v . vi'^; 

, L ■ ' > > , ^ ^ • . ' 



; . If possible^ record - 

specif ic' tit^Togue. T^he . 
'■ 1 ieuteriarit wi 11 be/ • 
- . : fol lowirig these, ste in " 

, ' sequene^, arid:i1';i shotjTjd ^ 
^ ^ be pbs4i5le ^br yb 

' • :•. ' . recioi^d/ some dia?b|tie • >^ "^^ 

r ^ - 

> ■ V^t^ Af^fertvth 

^■s^tum i^'^om 
..we^wil V review e^h^c; , 
the.stlpl arid matc^v the . 
. lleStenant^s words with r 
,the apRT opr i at e C r i tic a 1/ 
; -Step^;'-;^''- '° 

;-';;I^t; is nbt ^import^^ -that 
v ybu get al.l o^ the" L 
, dialogue. ^^Writing onlyl^ ^ 
' a:phrase'wi 11 remind ybu ^ 
.-of what was actually ; ^ 
^ sai^/a^id WTl1.-be^ ;V 
' useful,. ^ Now; some 5 V 
; background abput theV^ : • 
; s^tptibfj. ^ T - ■ 
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Clase-up of tt; Reagle 



H is Mon4ay mcg'ni%g' 6h^- 
- "an 9rrny\ pbst Sd^^ 
i\h the^ SoutH^^ United 
S'tat^s^"~:L;ieutenartt7 

" sfcheduleiJv^pr recorcS^ ^ 
f iring cfn.v?^hursday 
f morh1ng>'/;i!a^ 

his platocin's final 
pracUtice^sessidh\was^^^^:^ 
caheelled dye to ^^ctreme 
: heat Go^ bh tlt^ 

firing range. 



L i e u t e n a h t R e a g e f ii 
resporflible for ;:■ ' v^:. 
.scheddl^ng a1 1 training 
on the post*, ,1heTudrnq 
the^a^e of tfie firing 



'range 
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* e-lose-up of tt. Hay son:. 



, '^ti HaySon is ggltig ib 
ask t:t^\.Reagl e to " 

- rearrange Jhe sdhedal.e 
• for_the .firing, -range to 
per;mi?: his platoon. 

/ anotherv^noiijrtd of. 



4 



:i|re'feleVsion bieeSiUSe •* 
, f i e ■ e n h a V. e f a i d ^ r V _ ' 
V previdiJs'- tesfsrand he - 
: fqels they figed' dne more 
^ P l£.t i c e! t d; ; b d d s i tj e^ir . 
cdiTf idence. ' 



102 j 



103 



startding at .BiT?l^s-pff ice door. 



O^en the shoolider at Tom. 



Bill at clattered desk. 




prl^i^^yej I have -a 
p'roblein"^' .* . can I talk" 
with.'^yoa f or a m'inute. . 
.about nt? . 




^verybBdy h^s probi ems,- 



What\'s>yQarst 
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104 !' • ^twb shot : .^^bm sUndi^rt^j^y^ 
! St arid! . beside wi 5 itor^ s thai r ; 



I kiidw yQU're busy, . but 



105 


Shot .6 




)v.^r' th^^ shbu 1 deplof 'torn, , 




^. V : " ^* 






; 


iV.; Tom sitting. 


Glos^e-ap. V ' . 

• ■■' I ■ ! ■ - 








; '. i: ■ — : — ' — -f r — ,' 

■ ■ - • ' y ■ ■ ^ ■ 


>"■■■■ 

f: .10 ? 

s!^' ■"■ 


Jr ■ '■ 


— . V — 

up^oh -B:- 


flu I ■ ; f • , 


r. J ■ 


^ * . . * *■ 


■■" .Vf'^ 


jt; _^ i / • 


' : 108 


;;Tom^si 


hgle^lp 


si'ittihg/ddwn: / , 

i ■ ' ■ ■ . ■ ■ ' . ' * ■ '- 






* ■ -r ' 


J. '- , ■ ■ ' 


' rl09- 




_ . V 

\ip of Uill^ / * ' - 




Busy! You don't tchbw ■ 
the half of it. 



' ' Tom : 

What do you' mean? 

- Bill : \ : 

If peddle . woifld*stop . 

thinking, that, I have ' 

ridthi hg .b'gttef^ Wo - do 
" 't h a n/ 4 rr 5rf g s p jec j a 1 

training sessions;. 1 
* wouldh ' t be: so busy. : 

» ' » . - ' ? 

. -v." V - ' , ■ 

i ; > . Tom :" 

Are yo^-talk^4T*ig abdut 
•the firing range 
li^sche^le? . • 



Bill : 



: 4 



41- 



lie ' Two-ifidt of jSm and Bfll 'si 



EKLC 




He.l^v that's only part" ■ 
of 'it. _ jMy^bigg'est ■;. 
,^he:adache when ^ 
So1d4;ers flunk .tests amd: 
t:hen . they, want me to 
d e s i g n s p ec i a 1 _ t r a iii i ng • 
exercises. Damn it . . 

some people just 
aren* t cut out to be 
SdVdiersI' 



^ " Tom : 

, I ■can apprecfate that. - 
vyQu'rgj^rider a. ^pt.of* ^ 
pr^essure.. . ; 









lii 

■ 


- C lose- up 'of Lt. 


'^eaglCi • / - ■ 
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Med Tum close- up 


of Tom. 









Bill: 



/ 



all are.. S(>#^^. _ 
wftBt • s your prob.l em? 



ess we 



Tom: 



i. know this isn*t a good 
time far yoti. ; I' . 
Wpdldn*t even bother .you 
if F weren't desperate. . 
The. problem^ is that last; 
Br i day my platoon was . 
sehedoled for .practice 
at 1100; hoars and >e 
Were .chancel led out 
because of ■ the h#at. r : 



113 wlbse-up of Bill 



Bill : . " ■ 

That ' s right. 1 1 was*^ 
105 d^grees^ by ' the tjme~ 
you got put -on the 
range'. "Whatdys' expectv^ 
:ft}.e td: do . stand; by 
and watch, yotif meh drop, 
1 ike -f 1 ies? 



Medium 'clbse-ap bf Torn. 



TbmT 



-I agree ; wi:th_ why i t was 
cancel 1 ed. .It was- Kot 
as hell but there rrr^^ 
prbb 1 em; how -i s : t h at?Jny^^ ^ 
m^h heed another, prae- 
tice before Thursday's 
record ;f iring. . _ - 
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Close-up" of Bi1 T. 






7— 

- , • ■„ : — 




.■ M ■ ■ 








146 ■ ■ 


dise^up of torn. 


, ■> 








; ' ■. ■ . ■ • t .• 

f^f^mUi ■ ■ ■ f. 


"1 . 


/ 





' Ypju and everyone 

. ^sorry;: we' re booked 
up siolid! - 



.>;f^ " ^ ' Tom : ''^^ 

• ^^iook, this iS'.very 
' important. Five of, my 



Pi, 




■Hi' 
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th#^^e really . 
imprdyed: But I 'f eel' I 
i' have to get them at . .... 
1 e as t ' dti e njp r^;. p-r act 1 c e _ :: 
,befdr^ Thursday, to bui ld 
^, theirjConf idence. . I sn;t: 
there ariythlh you c^n 
do for me? 



Over' tP^e sHdulder on Bill. 

• — - 



• - Bi ll : . . 

Look, I said-)^ce/^rg" ; \ 
booked; up sFTid , . . : 
tae^|S' nothing I can do' 



lis 



Ov^r the shoulder on torn. 



119 Two. shot of Tdm and Bill. 



83 



Isn't there^ anyone . 
.scheduled .who isn't 
preparing for testing 
""this week?, . " , 



Bill : ' 

Everydne's. in the same- } 
^at* trytrig to get in^^^ 
last practices. It \ ; 
Iddks like 5^ou' 11 have 



to. wing \ti pa.t 



I rea'%Tyu^ need ydur helpi 
on this;Qne. Ydu'v/e ' ' 
worked scheduling : 
miracles before . ._. — 
and^ well, I guess^J^as 
jus€ hoping that you 
could do it again. 




Bi11 



Ndt ±hisweek^ There's 
.hd way I can move a 

wHdle 'platoon. They' r? 
I all ."scheduled for . 
'prici^te thi s week . ; 
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&lb|e-Up of Tonl. 



^ ; /[ have to do s^oniethih^i .^^^ 
% l^ have at .1^;ast f^lve -m^r^/^^"^ 

that need^il^at>*extr^^^^ 
■ practice v . you.j. knbvyf 
. them, •i.l ;. the , o ire's , youy ' 

set iip;4hat- special 
:\ training for lasV ' 

rnpfl th • , S itrli'f K bwb*^ M ■ - 

0*Hare»^ Ehll lott 

BrdWn'^ii;.: /^rememfe^ • ' 

"y \ ■' ^^iV-. ■• •••• ■ 
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,/T^pTShot. 



Thqsl: goy%i hUh? 
' " ■ Tom: ' 



- Yeah, you said how much. ; 
• -they* d Improved after -^^ 
that speci a1 training 
V .* I'd hat^'to' see th'em^ 
f ai 1 again . , , / 
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i Clgse^Up of Bi s -'^^^ 




^^^^ver the' shoulder on ;^tom. 



Hey. • • b^l T 
dbn/t want t 




;^ '^v .; happen ,eithen,-v:y , 

^ §p eci a 1 1 y ' ^"fx ; a 1 5 * t he ■ p 
"if.;' |ef f br^'_ L put ^^tb -tt>at X 
eciaV train i^ig 
d theirs tbb^ ._ 
> ^ ^»^aUje--r . But^" y^p^ 
al i ze - 1 c ait* t • f^i t -^ 
hole p Vat bbri in,, ^b : '\[ j 
feay;.'^ _But,'- tbmbr^bWi\Nit 
y0800 I ivave' .sei^n or^ L 
_ ei gfitvpos Tt^an s ojfen^ ' - J !V 
You; can .use Ai:?it . if vnij^^-^ 
want , . It^s-. 
can do. 





'O. -J 




•IS 




rtf^^'feaj ly ,need T . 
.p/^ >'^an sen^^he^f i ve who , 
really ^ee t hie p r at't ice 
and two more th^t are . 
.borderline. ' ' ' - . „ 
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Medium of Bi 1 1 grabbitrg 1 ist off >^ 



, Bi.n 



. Yeah , 
you. 



J '11 mark : 



12:5 



"Over thB i^shoiflder on Tom, 




■ 'if 



12& 



shot. 



ril haiye the^i tHere. - ■ 
Sergeant Peters /win be '^^ 
i-^ leading them. _ . \ ^ ' 



Bill: 




All right.. Mhey-'n Be : 
■ ; $,b 0 bt in g w i t h R 0 b ent s '■ _ ' 

" platoon. v. I '1^ : • •"• 

■ him/ ■ ' . ■ • « 

. ■ ' ■ Tomi . . ' . , 

efeay, ,f ' 1 V.get. back tb 
^4 y%*^y '''^'^0 tbdsy with . • 

' \ >'^ftS'i;^^t|l%^' ' ' . the- other two , name- - ' 



'^dkay. 



^ ; Ti(anks f^r_yoa^ ^^elp.T 
■ One i5X*t^a practid^ is/ 
^ ' .:.:^v^A jast^what>tfie^^ 
^ "-^ . ' to pass^cof^- 

.I^'rf trine 



I -^ll?l^enant Hayson_ 
Skillfully handle/lhat. ' 
sitUatf^ By using/ :^ f.. 
^ l uehcep> Let rev tew 
^ the stepr^apd yaur notes; 
to see hbvsfr^^w^l 1 this _/ 
-li^dterrant /^l li3wed ,e^ . 
efttteal Step. ' ' ;* f 
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1^ 



-.-Critical Step 1 : pescHbe what^ needs 

i:.to be accompli sheet. '-t: _ : _^ ; 

^- Instruction : In your notes, circle t^ec ' : 
'^-^::^'\lYoq^e which indictites .this step was' 
1^Jf5l lowed. ' 




• ^r?- ^ w- 

Deseribe what heeds.tb 
be/ accompl ished cm .:- 
changed. Eircle tfife 
d i a1 ogiie ^.th ypar notes,: ; 
that shows tfifs step w'^^; 
fol.lowed. . ^pce you^Have^V^ 
\- dpnev |his,^1|Ush^ 



"p-rbceed" button rto ^^j-** 
'Start the tape.> 



(stdp^"rp^v 



Med i'l^' cl o$e--;yp' of Tdm. 
' (Repeat) [' * : 




Tom: 



it 'was 



:r^2g^I agree "With- 

:4arice]3ed. It was Kpt 
r>as hell bUt there. ; My 
' pr'oblem-. how i s J:hat mV 
fneri.: ne^d ahbther p,rac- . ^ 
ti^te before Thyrscl.ay' s^: 
re&rd firing. ' t 

£:iei:itehaht Hay^so^h wa.s^- 
v^ry ^^peeif ie ih-^escritv 
ihg>^^?§t heeded to "bT 
•accp'np.l ished/w^^ he 
s^ i d , " My ^f€b 1 em ;:h ow i s ' ^ 
at^rny.^meh^rieed "an^t^'her" 
*'>f^jftractice before ^i^ " ' 
" ' ■ ; T h u r s di^y '*s r e c o r (if ^ > 

y f i i^i n g . ^ :t ]i i s ^w^^^^ . 

^ery clear St aterli^^^^i^qf^ 
X his goa^l. ^i^"^ : 




A j^^^topbr t^ t '"e-Tenien t ' i a 
t h l^^^tft/s s i o n w a s 
Li6ute^i^fjt^ays(^n!s u 
of the, skilly Ji'Sten^ an 
reiisrid^pith^^ilpa:^ ^ 
TFirbUghbkt ttig;^|.t&|t 
f agt of, teis rfr^pisipri, 
i^i^^'ahi Hays^^ - 
listened vAith empathy 
ahd^ifPj^s|.onded' ■ J 
f f ect i V e 1 ^ j^^s i h g 
rasfes 



1 
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f32 !, . dyer the shou-lder on y^^*^^ 



'Repeat) 



loin: , 





' I know j^!^r€ bu$^^y but- i ; 

fhis^ i s Ratify impor- *^ • 
ant^ (Pause)' I can . _ 
appreciate that yoa>e^: 
- ^ Sunder a lot of 



^ / , . . ..^ pressure, (Pau'sesj^ ji^ 

^ 'J/' ''^ ^' * know"' this isn't a good - 

K;;.^1:.^>H'^^^^^^^^^^ -time /or y(iuv ^ / • ' 



^ ^ -time /or y(|Uv I;^ ^ 

|v: woul-dn ' t eVerPbotfier yow^ r 
^'if.f* weren't desperate, i , 



133 !f Twd'Shcrt of Tom arid ^^Vl 1^^^ 



■i K 



TT" 



-134.1 



Lt, Hays on -f ir^t . ■ z::^ 
listehed^ carefully te. f ' 
Lt. Reagle's problem; \ 
bef oee^^ying^^ talk,. 
_abp^ his pf^dblem, l*^e 
schedul it>g 'off icer was' * 
ttieh will'lpg isten 
.^ta^tt- Hanson's^ 
probleoiV Now (I^t^|1r1odk 
at the next. Cr^ti^al 
Step;' 



fen - ••^ 



Jitiitjcal step 2: Indjie^e'th^ , import ac^ ^ of af 
of accomplishment qrv chan^i^^iv:^ V . ^P^^^ 



^ « Instruction: iln yc^^ not^s^^-cf^ircl^ 



The"^^ step ' ^. • , ?P^^?^,''^^?^^r^-2?^^ 

* wa^:. foil owed,.: V ■ 



I ndi^^^th| import anee 
Of aWortiplishm'ent or 
change. --Cirq^eci; your 
ribtes IR'e ;dia1dgue,that 




Lieutet^inrt Haysop r; 
h^naied ^this st^ e^f ep ; 
' tively. Push: th^i,. 
"proceed" button a^p^^^^^^^^^^^ 
(/h:ec your -a n s we r / \ > 



Tom: 



* . 



fci:J^i^S Ms tmpprtant • : J^ive 
^ S*F my mert f ai led t ^1 r 
last test. Since then^ 
|gey**e/TfSny _ _ _ 
jmpro^ey^ But i -fee-^Kl 
have' to get them at : 
least one more^pr^cCice^ 
before jTliur^day bulTit* .^ 
^•-^^ r conf^ |n.^^A5 ' 
ere ^^nythiSg .you 
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bver^hou'V^ Narrator wr^-tihg^^^ ample 




137; r Gr^tical -ISte^^.^i. 



' was Tol ldw^ 



indicates t^hi^ S;t^p 



■ -^L^. Hay %&n-:: hand 1^^ >• 
' step weYl .by exalai ni n^ / 
^ that ^ f ive^ of . hi^s menfjhad-'' 
fai their last te^/'fe^; 
: • 'and |Leede?l dhe mf^^ 
^ prifc|tce to' bui id ' :^ i - 
•^/^J corifid t: • . 

> opehhesiTS^ the 
discussion halped/him 
reacti a cbmpi^mi se wi t h ' " 
i the sthedulihg bf^ 

:•^^V - :^ '} 

. Discuss ideas. ^A?t . 
.first, Lt._R eagle 
resisted discussing 
solutions to bieutena^t/^ 

Hay^bn's pr^blan. 
bieutenant Hay^n J^as ^ 
effective :ihAus\ig(*^y^ v 
^^killii solicit ideas. 



T38 Sojjtit i(|et^, 



7 



Let [s ^$,ei.;^ow t . Hayson-:' • 
usecj thi^ sic i 11^ C ircT.e; 
one or two examp.tes.6f - 




I' 



^ dialogije in your^'notes^ 

that sho^ how he^wasf, 
|y effective^ in getting. L't. ; 
:' Reag-le to offer a^ ' • 
/V .solution* Push the^. ^• 
, h. : ''pri)ceed^ 
c| 

K 



139 • 0ver the ,^o.u 1 der or] 





140 ; ' Medium of TQin^V 

••■ ■ / 



r'^'-'.-Tf^' ,. ■: 



J sh ' 

sehedtrled wh©^'sn"'t 
•epreparirig f^fvtestirig , 
' t>ii s weeR? \ ' • 

'"^ Tom; L • « 

I reS^iy neeo your 
on tfl^s-^one: Ygti'-x^v 
^ch|^:i 
fcle|/bef o?e_^ 
|j5^, wefl»M fueis J^J^ 
3USt\hop*ng4that yo4j\ * 
could dq it a^^aiQ; .r . : v 
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eit)-se-tip of -Tom. 



(Repeat) 



. t,^ Tom: ^^'^ . 

' I ::Kav^t 1 east five /me'^ 
that rifeed; th,at extra 
practice: . ;V >' ydu ktiow 
them, n- w . the.drie,s ytfii - 

ap that special ; 
training for 'last ; ; 
month. Sims, Kowoski, : 
OiHare^ lll iott, BrQ^n "l^] 
. ^ , remember?; 



Two shot^ of Tom and Bi 1 



((Repeat!? 




# * ^ ... .. ^. ' ■ . ' ■ . - . . ■ ■ ^ . • • ■ 



Si^plthe soT^tiotiJor 
t h'i^J r ob 1 em h'§ ^ c ome.: 
from the scheduling- 
*^bffi£er, U-iisju#e^t .• 
^H ay s o n c 0 u 1 d n 0 1^ ^ t el ] ^ 
him what tcr dql "W^hf} 
to g^ 1-t.' Reagle tq.. 
^ di^c^s^tKe-:^ltl1utidri=s. 

.;/f(€. did J^h.i§:l33^ usin|:|he 
V ; ^skilli^^ainta^n > 
ehh^n-ee^se:K-^es4^em — 



r 



Ty^p'shbi 




when'-^e said . 



y ou ve _ wbrlcld^ schet^u T 1 



rmr 



before . 



i 



shodTdler of Narrator, writing 



VsamSfe phra'ses.^ 






-^Lt^^-lli^n ,atso _ / . 
. influe^ce^^tt. ReagLe'to; 
accep.tj^nje ownersHip^bf 
'the prope^^z He did " , 
thi5^b.^^«n^^^ him ^ .. 
who the Jn^Sd^ 
and that Lt . Reagi e had 
already sperit some time ; 
wdrking with them, Tiis 
promptly Ltl :Reag>e' to 
say^ . i 



^ -146 "eio.se^q^,o^ Bj^ll. 



(Repeat) 




Ydtir.realile" tfiat I can;t 
.liTr yotir" whblejjjlatoon 
in. : ^0 way. * But* ? 
tornorrQw,^'a.t--5Q80aj have 
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s e V e n^ j a r^» T g^ .t 

lOQer)^ c an- use}: ^^g^^j^^ 



•if -4* 
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Critical Step 4; Agree/On specif ic - 
action's to. la takerr^by'^ach. of ydu afld 
set a|fDi^^up datf?. 

IhstrDct j^h : -^Jn your noteS, circle the 

dra1dg|te;;whiC^^ i/n(j1cates this step was 
fdlldwed. i&^-^T' 




Ag?B^ bh^ spedi f t| . .ac't io 
to be taken by., eacfv 
you and set a fbllbw-^p 
datei . EircTe_;to^ ^ 
dialogue in your notes 
that shows the " , 

1 jeutenant handled this • 
step effectively^^' ,Th@fi. 
push the "prbcee^" . - . 
button to checyTyotir 
Answer- ' . C\A >f 

(Stop TapV) 



ti* Mil-. 



shooting /W$th Robe As :y^. 
pl^tddnv I'll notify :jp^ 

, * . TGrii; 



.you by 1400 today witp ^ 
^\ the jotHer two names, 



Eill^ 






•Lieutenant Hayson ,was 
verj^ caref ul to sp^c if y 
wbat^^ta^ to b§ do^^e 
icated that he<^a^ 
enS^Re'^ f^-a,^en who 
eeded pr aclbicfe , '_ as we 11 y 
as ^wo ^o were, bqr.d^ ; j 
^ 1 i^. ^^'^agVeeing to ' 
; g^t B^ck- with thje final J; 

two ^^^^^y^^Jj^^ 
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Close-up W|<Bill writing on pad. 



fo11oW*fijp time; it is ' 
also inip^lSfPt' in this 
step thgT- ^B^tb parties 
agreed "llort 3k e specific 
actions^^^ft. Reagle did' 
vtHis^ y^heri; .he'said : . : 



Yeahi, okay, I M V mark 
you down. 
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Critical Step^: Express^ confidence. 



I 

V 



InstrHctibn : Jin^bur^llt^tes, circle the 
d i alogue wh i eHi;jra it ati§-^ th'i i step ^as 
fdl lowed. ' '^^ ' " 



-l3^.5iext,Critical Step 
is: Express, . - ^ 

/ eonf idenpe. Circl^,. ;.. 
the dialogue in your 

L> notes that shows thii^ . 
step was followed^ Orice 
yo^ have done.Jtt!:tSi_^^j^ 
t'Re "proceed'* bittbn-to- 
-start tjie tape. 

_ _ ( St 0 p'_T ape) . ' 



Tom: 




15? C'lbs'e-up ^^^S&lRepe:a^^ 



153 !: £loS^up^df 



workMok. • 




^- Thanl<^-%^^ _ ^ 

/ One: extra'/pra^ 
; 'dusf what ;|hese 
need;^b pass rectif$^ 



/ 



V 



^ — ^ ■ 



Lieuteha'hrijHayson was.^ • 
■ ^ s'ineSre when he thanked . 

j ttV f?|agle for his ' 
-J .hjlp.^ He al so • f 
^ :yePr spgc-ific M^^o^^why 
.f ejjpth i s >b^&| 1 on 

, - : VoKe "felt^a^praiqce i s.^ 
• ' l it juit whaV thj^ guys ■ 



i A 
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eiose-Lp "bf wdrkbao^ open' t^o i^^^^^ - 
, Baekgnoohd Inf ormat ibri AboUt-^ t'h|.,:3M^]l 



Now is^the time ^•for_y6a 
' to practice fo11pwjng« 
'these. Critical Steps in 

''a situation which,'. 

requires influence* : v " 



Tucn to Page 5 of yotjr 
workbook and rea.8 the 
Background, Information 
About the .Skn V^Prac- ^^: 
ti^ After you tread ' 
ar>d understand th(5 bac 
r ^rdUfld irff'orrnat ion, 
''^^/^^ "prdce^d^"' buttc?i3.J 
: ; irtsrtruct i,dnsj 
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Close-Up of „wdr 



; T'U ?h : tQ^'Page ^6 and 
open to PagiT^B.; ^ ; {,/;|::deci!de^ how >ou ^o^JJd 
^ . .'L ■ Vb»egi,n 'this^^ eohver- - t 



'Ration if ydq.werB tHe^ 
rH^feStenaht:. 'Girele yeur 

choi0e:'f 
-./g-ivrenL^S*^ 

'..on Page^B:^ the^ pus ^the 
f "pjfcdc^|.'' ^uttor^- - : 



v> - 



*3 • Lieut^a^it 



.'157 



office. 



'isitors chairs. Th^ ' ^ ^^.^ 

sergeant^is seated in ofie chair - the ' ^ ' / :I_l^ndWi[^dU' ne, aw^r^^ 

l ieuVenant i i^T:he /?tK?r. Twa shot. ' J/eVre^ K^^ 

— ^ ■ - T ' ■ ' ■■ ^"^ . . ,^with the^pay ddmputa- 

~ ^ ' . ; . ■" : ' t io?is . Our -errdr- r ate^ 

^ ^ ^ , ' f l " ^ ^ is dv^ thr^e percent 

i-a j; ^ -^--^^^^"l^ and € shbuia.be l^s^i 

7:' ' ' ^ ^ ; • " ^ihanj^ percent. 



^'ea^VStep-l_:-^ Descri&e'-^Siit fv^eds 
acddrT3^_j^5|ed drv^angl^v 



7T 





answer. 

^ describes- an 
of three 



redai 



must be^ 
e pereenX- 



the discission 
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059: 




. without acco.sin^ t^e\yy^' 
■ sergeant ef. Jb^ing in ♦^tfe: l 
- wrbng when she say?^ "I 
. know you' re aware'' at 
"T—\: we' re having . a prpbTe*r" . 
•J . • • . , : ... 



■3^ 



vr>m' ad'^^^^^^ se^.you- ve gol^pti'd— 
•itf tFiat:|)acklog. But l^m^itill very 
d5sat5||d^ted with our error rate, 



f 



i 



C/is the second best :\. 4 
. choice: because_it. _\ 
. ' is' a "ntm-threatenlng • : 
; -approaCirv' It ts in^ 
best answer -because it 
mixes praise witti. 
V ' qriticism,- Thtts^ j 

V make .the prais^seem 
, - insnriceri. .R^s^gj^se^C 
alSQ^^ls W describe 
. thev^febVem - py^ 
~ ' ■ pe^ehtage' of ^^^rs 

ih.-ii>'e^ if-ic t^^^' \ _^ ^ 

1|^i?^s continu^ . ^ 
'::;f^i^st the-'e^^ r • . 
•r^ponse: ; V* ^ ; . 



i<;^ >: sergeant is seated^ i n bnej ch afe ; - 
vshotJ^'H Repeat) 




hi^utenant ;/ 

'i- know^'yatJ^re 4w^^^^^^ 
we're haying troubl'^^ 
with the pay c^pmputa-. t 



tiohs. Our^^rrof'J 
is bvgr.^hree percent 
'^and 'il: sRpuld^be le^p^ -*; 
^ thanji^rte^percent . 





'* SergeantT ^ 

Yeir^a'-arii, an^'^we'r^ 
itrylhl hard to Cjgr.r^^ 
*;th^tl/ L^VI Vcdiei^ar 
^ . in .t^e/.iWe'#/.e Jtj:%^ 
. • ba(r^^1 1 j' \ Ttiffeappens 



d youl 
Qiic 1 e yogr-^r|%'pori s 
. . under stai^eme|t.^twc 



two 

-: >%utt*i lt)^c|i^^^^ your ■ 
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U lose-up or LieLuwndnx urossman. 



1 '...•,i.>Vn<... 



^. It may b# temporary^ but 
when bar error r^te- goes, 
fip th'dt high, ther|^ar§ 
soldiers out there with 
bad checks. "<^hey owe- ; . . 
us, we/ owe them: It - r 
means a lot of e^tra-^vl 
^P?P?r^ork^^nd a lot of 

/^^as ted time and effiort* 
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CriticaJ Step 2:_ Indicate the^ ^mf|brtar^^^^ 
of accompli sf^ment or xhahge* 





_ _ 

ftesponsejp is' the best 
choice^. By referring to 

th^e p^ab 1 ems of . b ad 

and extra paper- ' 
_ ^the lieutenant' IS 
very spe0f ic^ about why 
the erf^i^^ate must be."- 
c'prt^CtedV' She also- ; , 
Effectively kyoids an?- 
argujnery:. when' the 
sergear^^lciims the " jo 
error rat^ is pnly a V 
temporary probllm, ^. 
^TWte^d^he siys, "it , 
malv.be .t^pdrary , " wh i le- 
inTffid that the-^/ 
il . stil l tfe ' ' \ 
• '^^^t-aht tdj^gndreiS^ . 

e is -the second T)est ^ , 
.c'hoice because ;^it t-ies 
ffie erro'^rate Xo. - ^z^; 
Ijhe orqblem of 30D- ^ - *T 
^-^^^Idilrs with JS.ad; 1 

It I^S^S. 

: / efTecti# thaft^B 

phr^S3£^!^pparL..^ .^^ 
. ' you don^ t jm§Bf star>d'' 
can thrg^aten 
sergeant's sel^ 

Listen to^the 
response again 
wem pontinue 
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eiose-Up.ot Lieutenant Crossiparix 



'Liei! 



It may be tMorary, but ; 
whea^dUr e/r goes 
up that h/gh, there are 
soldiers Jout there witR 
bad" checks. They owe 
USi we owe them. It 
means a lot of extrai 
paperWdflc and a 1^ of 
wasted time and e.ffort,. 



167 eioserup b 



eibse-up of 'SergesfiH bvqn shoulder of ht, 

■ — t ^ - — i- 



Sergeant 



l'*rTi5i^bt 'saying^^ it'' 
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. _ . _ .-. ■•■ __-^#._-_-_A * 

Mairftairi or :enhan(re .sel^-esteemi r 
Listen ahtj .respond jw^ 
ibeas.' * 



i mpof t ant r I 5 u 
saying that wl^' IJ 
'' •able" to_;ti_aBd|e it^Tilce 
we always did. . * 

Thjs;^ would be an ^ . 
apgrqpri ate time to use 
one or morre of; thfe Key .• 
;I n?|r person aL^k i TIs in ■ 
response ^to;^^fVe \^^ ; , ^ 
sergeant' s^Q[nmen^t;^^ - — - 
thg^ ski H.S; 3.re: ^ ; . 

, _ . •^ ^ _ _ _^ ■ . 

:^Ta1ntai n or "enhance self - 



Uaiteri and 'respond wUh;^ 



— — JT" 

f I69sj What would^u- say? 



> 



^Ir^ 



Circle your f-e^ponse 
4ifi3et:_^l^;t^njent .th^^e 
^Theri pus+i ttie-;, ^pr^ceed" 
* button to Weclr y^^ I 



answer < 
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J' 



C to.se- up - of Lt 



Lie ut e ri a h t 



7" 




Ybu do hav 

i^ecprd. ^^e way ^.00' ve 
gotteSx^d of th^OT- 
og is. quite- : ^ 



95 
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''fl5t^ate% 1 a prob.l erji 
.and I Vd 1 ike y^^ 




A 



Iri this casei^ responses 
Bi Ci. arid were 
possible;^ — ^ : ; 

However^ C i's the bgst . 
answer because it 
eff ectively uses the f 
ski 1 maintain or -j-y^ 
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T ~" ~, — ~ ^ 

-Ybu do have a good'refeord, the way 
you' ve. gotten, rid of that; backlog, 
is quite empressive', but tJiis error 
rat"^ i? a probl^ and I.'d like yotir 
in sblving|*t. ^ _ . 



The lieutenant- does this 
, by praising the 
; . sergearif's. past record.. 
I of eliminating the back- • 
log. The— lieotehant also 
'/ uses the_skill, ,s:ol,icit«^ 

- jdeasi wh'eh^T^je -say^, 
" ."Il'd like to h'j^ve yoan " ; 

help in sol^SIlg;. it, V 

Although Resppj^^ ^ 
With all , your :years of -ex^^^ ' %,^f ^ 

..^ .have "to have, some i de'as Wh at 'dp /you '^• '^ "skj 1 1 , sgXi ci t 1 deas? 

: V^: tyh\ stater?ient^, " al l 

- ' experJgnte" -may; have, 



think, is the prpblem. rri ypdr Vunit? 




1^ 



uVre.sayijig'you' r^ ^ 
and y5^,th'i'fik it will correcx : itself - 
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, cbme^ac^pss as^ iF|Soncer^ 
/ u$ e of I Kel^S^' .1 1 , . > _ 
' majnta+rt^ffi^g.Dhani:e ^ 
/X. s>elf -esteem. It; (ifes^^^^^ - 
not give a specific .'-'^i^ 
^ example^ of the / ; ' - 
sergeant ' s accpmp 1 i sh- 
mehts 6r 'ab*i.lities. 

B is ah example 0? the 
skill.-ystp and ^.^ > ^ 
esporva^itft empathyV 
t is not the best _ 
chbifce beqause It , . 
fot'us^s- on -the ' \ 
sergeant'^s wiljri^n^^^^^^ ; ' 
to ignore t'he^propl^m^^' 
when the 1 ieutisnantj; . 
ac t UB 1 1 y wan t^ to f ocas 
on way s t o s o l.ve i t . j^;'- '•■ 
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Now lef^s continoe 
first,, the correct 
response, - 



^4^s^-4^ p of l U — (Repeat^ 



Lieutenant; 



rY"olJ~do""Ka7^~a""g ood 
record. The. way you've 
gotten rid of that 
backlog is quite 
impressive, but this 
error rate is a'prdblern 
and I'd 1 ike your help 
in solving it. 



175 
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177 I 



Over shoulder on to lieutenant. 



178! Britical Step 3: Discuss Ideas. 









Close-up 


of sergeant. 








s 


"What would 


you say?" 








1 



Well, okay, what do you 
want me to ^do? 



What would you say? , 
Circle your response 
under statement four 
and then :push the 
proceed button to check 
your answer. 

( Stop J/T ape) . . 

. Lieutenant : ■ " 

Firsts let's talk it ' 
over. Do you have any 
ideas abdiit what's 
eauslrig the high error 
.r^te in yblir unit? 



B is the best response 
Because it^starts the^ 
discussion by 
questioning, the causes. 
You cannot consider 
solutions ui^til you 
understand what is 
causing the lprobliern. 
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• _ ■•_ 

A. What do you think we can do to get 
the error rate back to one percent? 



Respbrise A is hot 
apprbpriate_becdUse. it 
asks- for sb.lutibhs 
without identifying 
causeSi G arid^ D are * 
not good resjDbqses 
because they offer ideas 
befor e giving the 



sergeant an opportunity 
to suggest ideasi 

Let's listen to the 
correct response.^ again 
and continue with the 
situation . . 



180 ! Over shoulder on tb lieutenant. 



Lieutenant-: 

First/ let's, talk Jit 
over. Do* you havel any 
ideas- about what's^ 
causing the high er^ror 
' rate in your unit? \ 



181 ' Two- Shot.' 



Sergeant : 

Sure. Prbbabiy what' 
causing mbst of rhy 
prob 1 ems - Pr i \^ate^ 
Harrisbhl 



Lieutenant: 



Private' Rarrisbo? 
What's the problem 



ther^? 



182 j ^ver the shbUlder bh sergeant. 



183! Over the shoulder on lieutenant. 
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The problem is that 
girl's got no head for 
figures. Beats me why; ; 
.^he' s even assigned to 
this section. She has 
more errors kicked back 
than anyone else in my 
Unit* 



Lieutenant : 

Exact Ty-hbw_ bad is her 
jserformahce? 



EKLC 



184 I Two shot. 



Ser ge a hr ; 



Well, 1 ;dbn'tUcribw 
exactly^ f I jost khbw^ 
that 1 get tHr|ee t^inies 
the audi t kickbaak's on 
zft e r=t h a n=a hyo ne_.== 



Have you talked to Her 
abiDut this? ■ . 

Sergeant : , . 

Helli yes. I^I'm always 
on her back . :She just 
doesn't care. 



185 



' Over 


the 


shoulder on 


lieutenant. 
















Over 


the 


shbulder oh 


sergeant. 





Lieutenant : 

/, ' . . ."^ . ^" 

V^at (id you think should 
be done? 



Serijeaht : 



her 



\ 



' rd like to :sKip 
out^ She's dead ; 

\weTght^ But T ve bee 
■told there' ^ no 
available to r 
right now. .1 goess I 
stuck with her. * 



one 



her 
•nr. 



18^ 



Clxise^up of lieutenant. j 



Lieu ten a nt : 



-1 



,A transfer is out of 
question right now. 
it 'Is your responsi- 
billityi and mine, to 
motliy ate Private - 
Harrison 'to irnprove 
perf brmahce.' 



the 

■s © ■ 



hen 



188 



Close-up of 



Look, , sh^' s a total Tds-s. 
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189 



Clbse-up of 1 ieutehant. 



Lieutenant: 



But^ as long as she" s 
^ with . this sectioh*''wg 
i have to work with her t|b 

irripT^ove. I.khbwybU'r^ 
' hQt happy with this | 

error rate, and neither j 
— arn-K — H^-^anM^f^ ans^ r^ 



Private Harrison and we; 
can** t let this go on ; 1 
either • i so we have 
to find 'a way to turn | 
her perfprmanee around. 



190 ' Two shot. 



Sergeant : 



You.'re right^ but it 
will take a miracle- 



Lieutenant : 

Have. you discussed the_ 
specific error rate with 
her? ^ 



Sergeant : 
Not really. 



ign 



Dver the shoulder >on lieutenant. 



/ 



^ Lieutena nt: . 

r - -'- * 

Wei r then; ^lefs talk 
about fibw ybu':ll 
approaf h-lT^r with it. - 

We* 11 save some' time now 
^by leaving this . ^ > 
discussion f qr a f ew . 
moments^ "^The lieuten ant 
and sergeant continue to 
..discuss ideas ''f or 

improving Private 

Harr i son • s performance; 
They decide on^the 
f 0^1 lowing, points. 



192' Calculate Private Harrison's error rate^ 
r (Graphic) ' ' ^ V 
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First: The serg^eant^ 
will calculate P'rivate 
Harrison's error rate 
and get specific 
examples about her. 
performance problem^ 
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Perfdrmance improvement ^isetiss Ibh. 
(Graphic) 
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Senior clerk to monitor Private 
HarrisotR^ work. , ^ 

(Graphic) . . . . 



Then: The sergeant wfU, 
discuss, the performance 
problem with Private 
Harrison' and reach 
agreement wiih her: abcru.t 
specific actions she can 
. take to iinprove her 
-p erf ormanc ^.^^ — - ' — ^ 



* 

Third:. The sergeant has 
alsd'decided to arrange *: 
for a senior c^erk to 
mbnitbr Private^ 
Harr^isbn ' s .work for . 
the ^next two weeks. The 
clerk win provide the 
sergeant with specific 
examples of the types o^ " 
errors>Private Harrison 
is making: 



195 



Closer^ up of workbook. 



/ 19& 



Over the shoalder bri lieutenant. 



loi 



NbW turn tb the- next 
item in ybljK'wijrkbdok 
and sfeleet the correct • 
response under stStement 
five for the Critical : 
Step: Agree on specific 
action to be taken by 
each of you and set | 
follow-up dater • 

then push the proceed 
button to check your^ 
answer. 

(Stop Tape) 



Lieutenant: 



OK, first ybu^^^ 
calculate ah error rate 
for Private Harrison. 
You expect tb have that 
by tomorrbw^fjternddn. 
Theh youm shbw JTer 
these figures /afid reach 
agreement with her abdut 



what she can do tb 
improve. 
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S'ergeant : 



197. 



Two shot; 



Right: 



Lieutehaht : 

"And/theh youMl provide 
-ad d i t iH>n a f^ a4n4Fh q — 
having' a setiidr -cler^k 
mqhitor her cbmpUtat ions 
for two weeks . arid^ give 
her examples of the - 
errars she's makihg. 



S^rg^ant: 

R i g h t ^ an d 1 h ^ ex | r a 
t rai n i ng won ' t^taiji^t V 



-198 



Two shot. 



bieu tenant ; ^ . 

I agree. ;I'd. like to / ^ 
know. ,how your meeting 
with Pr>^te Harrison, 
goes. Wh^ii:.doy04J^ think 
you can I can.get^back 
to talk about that? • 



199 



Gritical Step 4: Agree oh specific 
action to Be taken by. each of you arid 
set a follbw-dp date. 



Response D was :the best 
answer because it 
prdvides t^he most 
thorough supiary of the\ 
act idiis: that were^ agreed 
upon. It is also the 
only choice that . 
includes the 
1 ieuteriarit* srequest to 
set up a follow- up 4ate. 



200. C. You^^.admitted that you don't have the 
i fafcts to talk to Private Harrjsort yet, 

• so you're going to have to figure her ^ 
specific error rate ... you're 
going to let her know that we won't 
tolerate these errors ^any longer. 



Although response C is a 
concise summary 6f ffie 
action»s agreed upon, it 
does not contain a 
follow-up date; It 
does.,^^ however, contain • 
phrases th&t can be 
threatening to the 
sergeant's self-esteem, 
such as, '^yjDu admitted - 
that you ao'n't have th^.^' 



^t-^t-r^ ith the 
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two shot. 



• 202. i ^eiose-up of sergeant 




:1 ieutehaht ' s last 
stat/enient . 



Lieutenant s 

iJagree..^ Td 1 ike to 
ow how your meeting, 
i„,th Private Harristin : 
Joes. When do} ydU think 
/you and I can 'get back 
tb.talk about that? 



• : ' Serqeaat ; 

^.=^^=?^1 talk -^^^ 

tdnidrrow afternoon, so ; _ 
maybe Friday morning, QK? 



203 ; Over shoulder oh lieutenant. 



Lieutenant : 

Let's make th^t 
iOOQ: hours, Friday. _ " 
; I VI 1 :be_anxious to hear 
how- it= goes. 

: : Sergeant : :; 

Me too. And I hope * 
it' 11" wbrkl 



204 "wfcat would you -say?" (Sraphie) 



What Would ybU say? ^ 
Circle your response to" 
statement 5/ Then push 
the "'proceed" button to 
check your answer. 



(Stop 
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GTose-up lieutenant.- 



Lieiiteharit :: 

I thihR it wi 1 V. ' Havihd 
the. specific data arid ^ 
doing the things we 
discussed will make it 
clear to Private 
-Harrison thal-She must 



improve and that yoa're 
willing to help her. 



206 



-Critical Step 5: Express confidence. 



'"^he best choice is E. 
The 1 ieutenant expresses 
confidence by referring 
to the act ions that wi;l l 
help the' sergeant be 
specif ic in his _ ' . ' 
discussion with Private 
Harrison. This ^ 
cdnfldehce cdmes across 
as sincere because *the 
1 i euteriarit i s ^sbec if ic . 
about the things that 
would help the sergeant 
to succeed i 



267 I B. With what we talked at^out, how can we 
fail? ' : 
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Narrator with superimposed "How -did you 



If you chose -B; you 
selected the secphd best 
respbrise. It is ah 
expression of • / 
cbrif iderice. However, 
this respbrise lacks the 
specifics as to why the 
lieutenant, feel 
confident the Si?rgeaht: 
will succeed.. 
, Therefore, it c^n come 
across &s insincere. ^ 

..: l^::v 

How did you* do? \lf you 
.didn't (Sick all 'pf the . 
right answers t don* t be V 
discouraged. This is 
yOJir'first t-t^ at ^ * 
'fbl lowing the Cr itl^cal : 
Steps for ifrflyeh^e. 
It'^s gbirig to take /some 
p r ac t ic e to perfect 
these'skills. 




:,J7 



ERIC 



2091 Narrator .holding workbddk open to summany 
pag6; [':.:. • 



'Let's briefly re-new the 
cbrice'pts and key points 
fbr^ Influence by turn-ina 

'to page Jf or Id of youV • 

workbook • Re^d the 

summary section, then ^ 
push the "proceed" 

=but-tc)ri^and=the=tape=^ 
cbhtihue: " - 

(Stop Tape) 



_ _ _ I _ _ 1 _ _ 

210 : Influence is: 



ysing appj^opriate interpersonal stylef . 
and methodSs in guiding individuals or/ ; 
gVoups toward task accomplishment. f 



211 POSITION AUTHORITY 
"212 PERSONAL ' AUTHORITY 



y/ '. 



213 i ' position AUTHOFfiTY ' . 

;(pictureic)f. presidential seal) (Repeat) 



to? 
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^tet's review I nfltJence" 
by first Iddking at the 
def ihitibh • . i 

Influence is: 

Using app^ropr^ ate 

interpersonal styles, arjd 
' methods. io guiding - 
\ individuals or grouDS 

toward task accompli sh- 

ment, 

' _ _ '. ■ i • 

In this module we 
Studied two sources of 
influence: 

position authority and 
personal authority. 
Firsts let's review 
position authority". 



P.bsitioh authority is 
•^^ theN status and power 

• tKat* goes with your T 
.position as ah officer 

in art' organization- You 
^ can-use this type bf - 
inf luerice vyith _ _. _ 
subordinates and in ; _: : 
. ^reas of Ir esponsibi.l ity 

• ^s defined by your 
position jdescriptibn> 
Position! authority Is 
valid^^hen you use it 
.under the following 
conditions: ; I ' 




task requires little or no indepen- 
dent thinking or action by sabordi- 
nates. ^ 



With subordinates: -That 
i,s/ when you're trying 
to iDfluencB people whn 
report to you, and who 
will fdl low your orders 
cdrnmands.. 




Pos4t KHl— aKit4m4^ y . i s 



valid when the tasV does 
not require ir?depehdeht 
thinking or action dn- 
the part of the people 
who must perfdrm the i 
task. ^ in other words, 
the task> is .simple 
enough that 'they ean 
perform it exact l>/as 
you dir:ect them, V ; 



Tesk must be performed quickly. 



Position authority is 
valid when the task must 
be performed quick 1 y X^ 
with 1 ittle prno 
d i scuss i on , _Th i s 
condition ofte^ occurs 
in combat or \^ 
emergenc ies.' 



•Leader is technically competent. 



Pdsitidn. authority is 
val id- when you have the 
technical cdriipetency and 
do hot r.egy.ire the input 
or ideas f;f dm others to 
get the'tisk accdrti^— 
plish^d. Pds^itidn ^ 
aothbrity is a source of 
ihf.lHjehce when- one dr 
more of -thes^ cdhditidns 



2l8 
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Subordinates follow orders. ^ 

Task requires Tittle or no ^-r. / 
Independent thinking or actibri by 
subordinates. 



T ask^must-"teTperf ormed-q.un ck^ y^^ 
Leader i^. technical ly_ competent . 



Subordinates fallow 
orders; . . . 

Task requires 
little or , _ \ ^ 
=n 0— i n depend en±z 



thinking or action 
by subordinates. 

Task must be ; ^ 
perfbrmed quick ly. 

• teaUer is_ ^ 
- ~ technically 

competent. • 

The other sburce^^f 
influence is: 



222 



PERSONAL AUTHdRm; ' / _ 
NGd surrounded by Captains and lieute- 
nants; in the foiFeground are twb privates^ 
one talking tb_the other. 
"When they want to know what really. is _ 
going on here^ they go to Sergeant Duffy." 

(Cartopn). (Repe.at) . 



:*223 . (RelDUtarion Cartoon) 



(Repeat) 



personal authority;.^ 
Personal autR^rit|:; means 
i n f 1 u e n c ] n ^^0 1 h e r s b y : • 
drawing from the respect 
that you have^vgained, 
through your intereact ion-* 
with others. This type - 
of authority is earned 
and based on . . . ' ^ 



Yblir reputation 



224 {technical Competency Cartoon) _ 
., (Repeat) ' 



techhie>al cbmpetency 



725 



(Resources Cartobh)^ 

: * ;■ ' \ (Repeat) 



iG7 • ^ . 



100 



and the resources you 
have to offer. 
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^ Key Interpersonal Skills 

' ' ■ ' • ' _ _ ' r 

• • Maintain or enhance selfTesteeiTi. 

• Listen respond -with empatl^y. 



You learned in this 
mpdule;that ^yoa ;can_^, 
increase your personal 
authority by using 
three key Interpersonal 
Sk i 1 1 s when attempt i nq 
to influence others. 
T)>eS€— s kills are: ^ 



229 



Solicit ideas. (Repeat) 



230;^ Personal Authorityvcan increase Position 
\ \ 'Authority. 



Maintain, or enhance sgjf* 
estjenl .. - 

' Listen and re§pd'nd with 
empathy • 

Sol icit ideas 



One final point IboUt 
personal authbrity.. 
Effective us^ of. 
persor\al authority can ; 
result in increased 
position authority. As; 
you increase your V 
reputation, technical : 
competency, and the 
effectiveness of your 
approach w i t It ot h e r s , ^ . ■ 
you will be 'inore^ ; 
. successful • Thi s ■ . ^ ^ J; J 
success often results in 
prompt iotis and mare 
pbsitidh authority. 
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Inf0encfe Can Be Developed. 



Th+F=nibdUTe^^'T^ 
methods .0f ,bU 1 1 <ij ng 
personal ^authority 
' ^ecause this sbUrce 
influence can be 
developey. -Besides 
Key. I hterpersbhaV 
Sk i lis,' you- aUb, l ea 
five Eritieil Steps 
Influence which can 
you increase your 
persona] authority. 



on ^ 

'. I* . 

of LJ-'. 
the 
nhed • 
help. , 
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If you pracpce dsirig; 
the key Interperspnal 
Skills and Critical r 
Steps when you attempt 
to influence others, you 
will increase your 
personal authority and 
your power as a leader. 



233 Final pages of the workbook. 



234 ! eibseup of Critical Step cutout. 



The ,1 ast. pagis^-of— , 
•your -wbrkbook provide 
siuggestibns for 
activities^ readings, 
and classes that will , 
help you to develop the ^ 
dimepsionv Influence. 
After looking thefn over, 

cut but t>ie Critical 
Step card that ^is 
provided pn tlie last 
page; it wil 1 be Useful 
as you practice 
influence. 



235 



Final Seal 



MUSIC. 



236 Please push both REWIND BUTTONS, 



You have completed the 
Dimerisidh Improvement 
Module^ Influence. _ 
Please push both rewind 
buttbhs. ' 
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WORKBOOK FOR THE - 
'LEADERSHIP DIMENSIOlTiMPROVjMENT MODULE--^ 
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thfluencer 

The Art oi 

Task Accomplishment 



1 



leadership Assessment Program 

United states Army 

Precommlssjonjng Assessment System 

: 

INSTRUCTION: to complete this module.. yoy.wiiLneed 'a^ p^^^^ conv 

of this wbrkbobk. arid the Tech Tape titled "Jnflgencej'j Dimension 

Lmprpyement Mpd^^^^^ t^is program, msert me tape 

and await Instructions from the narrator. 



INFLUENCE: ART OF TASK ACCOMPLISHMENT 



(tJse this space to take notes... 
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INFbUENGE: Utilizing appropriate 
interpersonal styles and rriethods in guiding 
individuals (subordinates, peers, superiors) 
or groups toward tasR-aeedrhplishment. 



Knowing how and wtieri to influence others can 
mean the difference between being a good or an 
ineffective leader. Influence carwbe described as 
the interpersohal style or rn^th^^UsgSTo^uide 
individuals (subordinates, peers, superiors) or 
groups -toward tasRaccoTTlp1i,shriiefi . 
being influential when you can get people to do 
what ydu^waht them to do. > - 



As an officer, you wW tie /expected to woiivate, . 
guide, or. inspire member^ of ybur unit to achieve 
assigned objectives. This will require skillful use 
of influence. Tou will also need to be influentiai 
with peers and superiors in order to get ybUr / 
ideas 



An Effective leader knows when to commarYd and 
when to persuade. When using your influence, 
ydu will need to adapt your approach tbjrlany 
different situations and individuals. At times, you 
wiM need to use the power of your pojition as an 
officer to order subordinates to accomplish 
specific tasks. At other tirhes. you will need to use 
your persuasive skills to moiiVate and guide 
individuals to achieve objectives^^ 



lis 
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As ah influential person, you have two sources of 
authority. The first is positidh authority, which 
can be used only with individuals' rahkm|| be]b\Ar 
youi The sebpe of this influence is also limited by 
your specifically assigned respbhsibilities or job 
title. 

The second source of authority is aequ|red. rather 
than granted. Personal authority, as it Is called, is 
based on how you interact wjth people, ihe ■ ^ 
Rhbwiedge and skill you have gaine* with 
experience, and on how others view^our 



KNOW WHEN TO iNFlUENCE 



ACHiEVE ASSIGNED OBiECTIVES 



ADAPT YOUR APPROACH 



TWO SOURCES OF AljTHORITY x 



ACQUIRED PERSONAL AUTHORITY 




accomplishments. J/?rs type of^^tnonty is wore 
vers^iiUe than position authority because it js 
iimiteB only by the way -Other people see you. 
This module will help you become more 
Infloihtial through the use of personal .aathority. 

Skillful use of personal aathbrity Will enable yoU 
to iflfluehce bthers^ by guiding and inspiring, < 
.rather tha_n by demanding and Ordering, /our 
infiuence wW Be based on respecf gained by 
respecting others' needs, abilities and-; feelings, 
low are three key interpersonal skills that you, 
an officer, wi[l want to use to shoiA^ otfiers tfiat 
ydw respecf f/jem as itidividoals: 

.Maintain or enhance self-esteem. , 
Listeh and respond with empathy. 
Solicit Ideas. ^, 

Using tkese skills WH[help you gain the 

CQQpWrakon and support of otners. By using this 
appr5ach\y0u show people that you value their 
ideas and experience,, an^d do not consider 
ydurs^ superior to them. 

Skillful use of perspnajjuth0ritv5iwi|r^ enable 
you to control edhverSationSjsr meetings^Ydu 
can do this By having a e?e# gOa/ /n m/nd and by 
being prepared to guide others toward that goal. 
When your goal or purpose is clearly defined, the 
following Critical Steps can help you control a 
jjjonversatipn and influence people toward task 
accomplishment: --^ — '"""""^ — 

eRltlGAL STEPS FOR INFbUENGE 

1; Describe what needs to be accomplished or 

changed. : ^ — 

2. Indicate the Imporiance of accomplishment 

or change. 

3. Discuss Ideas. ^ 

4. Agree on specific action to be taken by each 
of yod and set a fOllow-u|3 date. 

5. Express confidence. 



(Use this space to taRe n otet: 




PUSH "PROCEED" BUTTON. 



iNFtUENeE CAINEtS THROUGH 
RESPECT : * 



GAIN COOPERATieN 



'-7- 



HAVE CLEAR COAL IN MIND 
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NbTE-tAkiNC SECTION F0R TAPE 



■/ ' 



1-. Describe what^needs to jbe accomplished or changed. 



2. Indicate the Importance of accbmplishment or change. 



3. Discuss ideas. 



11± 
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iNFtUINCi SKILL PRACTICE 



BACKGROUND INF0RMATIQN 
ABOUT THE SKILL PRACTICE 



Second tfeatenarit Janet Bialowas is the head of the Payroll Cqmpatation department..She has. tour 
anits;reporting to her. each headed by a staff sergeant; The worklpad is divided equally among ^ach 
anit. with each responsible for cbmputlhg pay for soldiers within a particular section of the 
alphabet. 



tt. Bialowas has held;her current position for the past two monms: eommissibned eight moritr^s 
^ agbr her first a&ignment had been to head Up the Accounts ' " . \ 



At the time of her assighmeht to ttie Payroll department, the entire department was performing 
below standard. In less than a month; tt. BjaJow\stncreased productivity and reduced the wcjrk 
backlbg, while meeting all deadlines. One major problem reftiains to be corrected: imprbvihgjthe 
department's, error rate in pay calculation: Although the department is currentljy operating with a 
three percent error rate as determined by routine audits, the standard is to operate at less th^rn a 
one percent raite. ' ^ : j 

Since hd ooajjnit within the department is perfdrrriihg better than any other, Lt. Blalpwasd^ided to 
meet with each individual unit leader to plan specific_actibhs to correct the -error rate^ She h^s 
decided to start with Sergeant First Class Lawrence Schbll. who has worked in the department for 
■the pasHRre^ y^ars. arid who is a 14-year service \^ 

-N j . - J 

Sgt. Schofl is aware of the problem with the error rate, but has shown little concern. He performs 
his job weir, ahdjs knowledgeable in all payroll procedures. A senior^clerk and three payroll 
report to Sgt^Scholl. whose own work is excellent. He is very accurate, easy-going, and a ^ood 
leader. His staff seems to enjoy working for hirri. 



The statements, listed on the followihg pages are excerpts jrorrrthe tape: This exer 
realistic and interesting if you do hot read the correct statement for each step until after; 
Keard it on the tape. 

Now circle the correct response on the next page for the first situation^ 



PUSH "PROCEED" BUTTON. 



\ ■ 



ryou 



be more 
ve 
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statement i: the serieant is now^s^^^^^^ t;eofenanr^.6Wce. What wourd you say to 

Critical Step 1: Describe what needs to be accompiished or cfianged. "~ ^ 
Response: » . . 

A, I know you're aware that we're having trouble with the pay computations. Qur error 
^ rate is over thre'fe percent and It should be l^ss. than one percent. 

jb: NbW. about that error rate problem. You'd better db sompthing about It.- , 

e. I'm. glad to see youVe gotten rid of that bacKiog. But I'm still very disappointed with 
. bar erro^Hte. — . 

I'm realiy NA/brried abbUt the error rate prbblern we ve been haying. What have you, 
J done abbut cbrrectihg it? ■ , , j ' 

■ ■■/' -- ^ ( ^ - - ••■ " ■ - ^' ■ — " 



statement 2: Yes ma'am, and we're trying hard to correct that, WJl come around in time: We ve ^ 
just hit a bad spelt it happens sometimes^ ' ' , 

Critical Step 2: Indicate the impbrtahc^ of accbmplishmeht or charige. 
Response: 

A. Lobk. i can t stand by and le.t people keep making all these errors. , . 

B. If yblj and I expect to get ahead in this organization. sA/e have tb cbrrect the problem. 

r-^ C. Apparently you don't^ understand. With us at over three percent in errors, that's 300 - 
$dld4ers with bad checks: ^ . . .. 

D. nt tngy be ternpbrary. but sA/foen our errbr rate goes Up that high, there are soldiers 
out there with bad checks. They bwe Us' we owe them. It means a lot of extra 
paperwork and a lot bf wasted tirne and effort: , 



117 
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Statement 3: I'm not saying it's not important. Vm '{ust'sayihg ttlat we^ be able to haYidle 
ime v»e always did. . . 

Key Interpwersonal skills: r 

• ^Maintain :or enhance se^^ - 7: - ^ 

• Ustcn and respond with ^rtip^^^ : . - : - ' , 
>• Solicit ideas. ' . • • 'i " - 



Response: 



A? I don't think it's.that easy. ^: 

B, You're saying you're not worried and you think it wiircorrect itself. ; ; 

C. *^ You do have a good record! The way you've §dtteh rid of that backlog js'quite 

impressive., but this error rate is a problem and I'd like your help in solving it. 

D^; WUh 'all your years of experience you have td'have some ideas. What do you thmk \s 
the problem in your unit,? » • '_ ^ , J, : 



Stateinent 4; Weil. okay, what do you want me to do? . 
Grilical Step 3: Discuss idleas. ' 
Response: < \-^^ 

A. What do you think we can do.to get the errOir' rate* back to one percent? ^ ^ 



B. 



First, let's tafk it over. Do you have any ideas abou^ what's causing the high;error 
rate in your unit? . ^ i 



C. I think we should find but the people in your unit w>}a.9r.e making the rriost errors 
d; Why don't we check the figures first ^or specifics. Then we'JLbe working with facts. 
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Statertient 5: The narrator has just surnmarized the Sction that the Sergearjt and .;; 
Ueut^ant dlsi^ussed. Qircle the response mow^ whTch tiesf handles Cnf/ca? Step 4. 

C?ntical step 4: Ag^ee oR specific actibh to be taken by each of you and set a follow-up date. 

Response: • 

A. Now you'*e' agreed to taIR tb Pwt. Har^i^on and then you'll get bacR to me with the 
■ results/ :. ^ ' . 

B. . You're going 'to get with Pvt. Harrison and talk to her about correcting .the error rate. 
•'■Then ydu'iri^me know how.ybar rneetihg went- ' r. 

C Ydu aditiitted'that you don't have the facts'td talk tO; Pvt'. Harhsqn-yej. so you re •. 
* ' going to have to .figure her-specific error rate..,..you're going; t'a let her know that we 
;. won't tolerate^ese errors any; longer. ~ , . ' . _ : > ' ^ - ; 

O OK • first you'll! calculate an eR-or rate for Pvt. . Harrison. You^expect to Wave that^by 
* ■tomorrow afternodn.^hen:you'll show her these figures and reach agreement with^ » 
her about whit shi can do to improve. And .then ybu'II provide-additional training by 
. having a senior clerft.monitbr hlr cPmputationfe for two weeks and give her examples 
- . :of the err5rs;she's makin-g:...WheTl ^o you think you and i-'can get back to talk ^bout 

that? ■ ■ '' . ' . ' ' ' ' ■ . ' • 
• .J . - :. ■ •■ . ■ " ■ ■ ■ . * . 



I think it wlll.tHaving tf^e specft/c data and doing the things we.discussed w^ it 
clear tQ^Pvt: Hirris5n that sh^^must .imprdye and that you're v(^illing to help her 



E. 



^Statement 5: /We. fOO. And l^ope irilyyof^l:^ 
Critical Step 5: Expr^s confidence. . ^ 
Response: , . . ^ : ^ 

A. I know you* can do It. - . ^ ' v . - 

B. With what we talked about/hpw cai^^^ - ' • . .' \ ' V - 
a It's got to vvorkyWe t:a^^^ [ \ 
O ' It'll work I know you wonflet rrie down. You've hever.let rfie dowr} in the-past 
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As af^ effective ieadeP. y($ti can get others to do what you 
wantithem to do by skillfully using irifluence/You are being 
Influential when you use appropr/afe /merpers^onf / sfy/es 
^pd rnethods in guiding itidividuals (subordinates, peers, 
superiors) toward task accdrriplishment, , ^ ^ 

You can influence people who repo^to you through fhe 
power of your ppS/f/on by orderjngrreprrmandin^^d 
directing them,, this is a valid source of influence 4o use 
with subordinates. 

You can al§o influence others by using personal authority, 
which 1^ bBSBd on the respect and trust ydU have earned 

from themi Y^a wllj be able to-use your repufaf/on, 

tecnntcal competence, resdUrces and mter personal skill to 
. guide and inspire others, 

* _ _ . _ ' ■ . _ " ' , 

It is very irnportaht for you as a leader to be able to 
influence the actions, decisions, and perfqrnnance of 
subordinates, as well as peers and superiors; In fact, your 
success as an officer depends upon your ibility to get . • " 
others to accomplish assigned tasks and objectives, 

in ;this module ydu^ learned thatj«^arn respect.^ybu have to * 
shov; respect. You can do this by using these key 
interpersonal skills: 

• Maintain or enhance self-esteem, 

. • Listen ^hd respond with empathy.^ 

j ' Sdiicitideas, 

You also learned that to.-be inftu^ntiaj, you will need to 
maintain direction arid cofrtrpl of discussions and meetings. 
To dp this, you will find th^\fb|lowing. steps helpful when 
working with others to accomplish a task, or change 
^~ pefforrnarice 6r behaviorr 



(Use t his "stiiace to take notes i 



IFFICTIVE LEADER - 



POWER OF POSITiON 



RiSPEer AND TRUST ^ 



KEY TO SUCCESS ; : ' 



jNTEftPERSONAt SKILLS 



: / 



MAINTAIN CdfsiTROL 



CRITICAL STEPS FOR INFLUENCE 

1. Describe what needs to be accomplished or> 

cKanged. c 

, 2. Inaicate the importance oi accomplishment or 

^ -change. i 
Discuss ideas. r ^ _ 

4. Agree on specific action to be taken by each 
of you and set a fpllow-ap date* 

5, Express confidence. 

PUSH ^'PROCEED" BUTTGN^ ; %2 1 
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PERSON AL PEVElOPMENT AeTl^ 

- i- KNOWLEDGE'ACQUISif ION; To be effect^ a leader rhUst have personal influence,, as weu^ 
• • * as the authority that comes with rank; Your ability to influence others and your authonty 
i : individual can be developed. Through reading «and study, you can build the skills r.eed.ed to • _ 
irifluehq^ dthW Here are some suggestions: : 

REAPiNC MATERiAiS _ ^ ' : Jr: '■ ^ '^^-^ 

* • '- i 1 'ioai AnSlyiisjrobert F. Mager, Fearon PubHshers; i972. A humorous: easy-tb-reaa ■ • 
■ « ■ bbbk oh ^heHmpbrtahce of Setting well-defined goals: You need to knQw what you, . 

. : . w^ to do befbrg you can get.them to do it Do this by desdnbing |Dafs yOu 

' node to achieve ari^ . ' 

' ' appjreciatibns. or understandings: The book helps you better understirid your Own^ 
■ . intentions, sb that you will be able.lo make better decisions and recJognize prcD.gress,.., 
arid success.' • , . •,: 

The Armey Forces Office?, Arrried Forces Intbrmatibri Seryice: bepartment^of ; ; 
Defense Ftevised 1975: This is a handbook giveri to every, newly caminissioned • 
officer and available in all ROTC offices. There are 26 chapters dealing w.th>^l areas, : 
Of leadership: A number, of chapters concentrate. on influerice and aothority^he. ■ 
Armed Forces Officer is, rnust. reading for all officers.. ^ • ' • 

The Effective Executive,' Peter F. Drucker, Harper & Row, 1966. A bobk describing . 
the elements that make people effective leaders: Effective executives know, how to:; 
manage*tirne: focu^ on results, rather thin work; build on strengths, rather than on 
weaknesses: ^et prioi-ities; and make effective deqisions. There is a chapter 
discussirig each of these elements: : 

... ■ . ■ ■ ■ . } 

Military Leadership FRil 22-100. Headquarters, ^epartrhent of the Army, Jurie:J973 A 
field manual designed tb provide the military lead|r with a basic reference for the 
study of leadership behaviors. «A conderisatibri of materials deyeloped throagh . , 
military and civilian efforts.Jhis manual detgilS the latest;theor|esjpnigo^^^^^ 
■as it applies.to the milit'ary. The follovvihg chapters should be asefal in the ^ 
devele^pment of influence/authority: "The" Questlon-Commarw. Management or 
; Lea|elsh i p."' ."Traits &: Principles of Leadership," "Prbfessionalism & Ethics. • 
/rativptibri," and ''The Effective Leader." . ;,, ■ 

leadership. James MacGregor Burns. Harper & Row, 197^. The author, a Pulitzer Prize 
arid Natibnal Book Award winner, has written.-a powerful book which explores the 
bUrpose and power of leadership and examines varfous leaders throughout history: 

^etbEGE COURSES 

/Many undergraduate cburses currently available will develop y bur skill arid self- _ 
' confidence in influericirig others. These include technical coarses.irvypur area ot 
exoertise to make you as knowledgeable. aS possible in your field. Foreign language and: 
fSr affairs courses are a real plus whenlyou'r^overseas. Public speaking -eou , 
hell ybu develop group influence. Management and psychology bourses help you Jearn 
ho£ to manage and motivate people. Since coui-se titles vai:y from carhpus to campus: ; 
. cbnsolt your college catalog or your :advisor for specific courses.- 
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POSlflvi ROLE MObEtS: tobk for officers/ihstructdrs who are the kinds of people you want 
to wbrR for Observe how they treat others, how they approach a sitaation or a problem, Do 
they clearly have a goal in mind? Ho^do, they achieve that goal?. These are the leaders you . - 
should use as positive role models. . ^ 

Skitt PRACtjeEfthere are many activities, bpth on and off campus, which offer you the 
opportunity to develop your sRill in influencing others; For exarpple: 

i Become art officer in your fraternity or sorority. 

■ • Becbrne a vbjunteer fire fighter. 

• Rurt fbr a class or club off[ce^ 

i Participate ill sports — becoree a team ca'ptain. if possible. 

Look for situations in which you can determine an butcome or achieve a goal by influenping • 
others When a chance occurs, consciously use the Critical Steps for Inflaence. If possible. • 
: have a friend provide feedback on hb^A. well ybu did. You'll find it becomes easier the more you 
practice. The following are typical situations tb look for: . ' 

• You receive a poor grade brt a majbr test-, there is one item checked wrong that ^ . 
could be open to Interpretatibrt and would give you 16 more pomts if it is counted as . 
correS. If you can influence the instructor using the Critical Steps, you w,II improve 
your grade. \- 

. ■ . You decide tb run for a position as an officer of an orgartizatiort you belong to. At a ^ 
■ • general meeting, you try to convince the oVher members that you are indeed the^best 
persbrt fbr the job. Consciously use the. Critical Steps-tb con 

• i . Ybur fraternity has been banned frbm:f3articipating in all^tivities bicat^^-an^ 

infraction of the rules by two of the members: You feel the action was too^har^h? . and _ 
will cause reaction all over campus. Ybu Wave a'ruaUer native to.pcesent tp the facuity_._.„ 
commjttee; : , - 

• You are an officer in a service organization; One oithe members is hot spending as 
many hours at her vblurtteer job as she is supposed to. Other members have 

• ;.. complained that ihe is not P^llms her share of the loadL however^the.j^^^ 

vblurttary. It's up to you to get her to work more hours, You will try the.Crit.caLSteps. . 

■ ^ ■ . 'vi- ' . carry n»n Sttp* with you.) , j 

- : CRITlCAt STEPS FOR INFLUENCE_^^ 



• ~ 1. describe What needs to be accbmplisMed or 

'. ehanged. ' 

• 2. Ihdibite the importance of accomplishment or 
: change. 

: 3. bItcuM Ideas." ' . '• 

^ iiH-xiiii. oxtinn <n h» taken bv each Of 



